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1. EXECUTIVE SUMMARY 
This document provides the findings of the first phase of the Statewide BPR Project.  The 
first phase consists of goal setting, discovery and documentation of the current business 
model, current processes, current practices and their effect upon the organization.  It 
contains four of the deliverables specified in the RFP (DIS-05-001) for this project: 

• Deliverable B, As Is Process Model with exemplary work flow charts 
• Deliverable C, As Is Workflow Model 
• Deliverable E, As Is Core Functions 

1.1. OVERVIEW 
The Commonwealth of Virginia has provided First Data Government Solutions (FDGS) the 
opportunity to facilitate one of the most significant and widely scoped Business Process 
Reengineering opportunities ever executed in Social Services.  The extent of the 
reengineering project is seen through the number of programs and functions identified in the 
project scope.  The commitment of the Commonwealth is evidenced by the level and 
involvement of VSSS staff.  This includes the Office of the Commissioner, the VSSS Goal 3 
Steering Committee, and a dedicated BPR Project Team, with nine of eleven participants on 
loan from local agencies.   
 
Historically, the VSSS has operated to serve the citizens of Virginia in a slow moving, slow to 
evolve mechanism of change in accordance with its available human, capital and fiscal 
resources.  Clearly, the vision for this project has been imbued with the belief that a 
significant change is required and a willingness to invest in the Commonwealth’s future.    
 
The past decade has produced significant changes in federally mandated programs, 
revisions in state programs and technology assisted solutions in Social Services.  The VSSS 
realizes how the Commonwealth could benefit from the process of reengineering.  The initial 
task of this reengineering process requires a methodology of understanding the Social 
Services system, assessments of the environment and a qualitative and quantitative 
analysis.  This deliverable, the “As-Is” document, chronicles the participants, activities, 
methodology, and findings of the BPR Team through the discovery phase of the BPR project.  

1.2. APPROACH 
The contents of this deliverable were created in four steps: 
 
Step One involved seeking input from the Steering Committee, whose membership is 
comprised of the strategic planning Goal 3 Team.  That body was asked to set the 
expectations of the project by developing a set of business objectives for the project.  The 
objectives are categorized as process, performance, use of technology, outcomes, effectively 
managed cost, and desired public perception.  The business objectives became the guiding 
principles for the project.  Current processes were analyzed as to how well they met the 
objectives and will be the basis for redesign in the project’s next phase.  Overall, guidance 
from the Committee to the BPR Team was, “Do not be constrained by the current 
environment and your knowledge of it.” 
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Step Two involved seeking information and input from a variety of staff both from the Home 
Office and in the Localities.  Several proven methods were used to obtain this information.  
Some staff underwent structured interviews with BPR Team members; others provided 
information and input during site visits and walkthroughs; still others in the Localities were 
observed for a period of time (shadowed) completing their daily tasks.  Care was taken to 
involve Local Agencies that were diverse in terms of size and geographic location.  More than 
150 staff participated in some way; more than 38 local Departments of Social Services from all 
over the Commonwealth were represented - fully 25 percent of the total number of local 
agencies.  This level of participation by the localities is extremely rare in reengineering projects.  
In FDGS’ experience, an average representation of field or local offices is usually between five 
and seven percent.  The BPR team also researched and analyzed documentation provided by 
the State and local agencies, and on the Internet and VSSS/VDSS Intranets.  
 
Step Three focused on synthesizing the information gathered.  The BPR Team reviewed 
discussed each interview and locality visit and identified issues, barriers, opportunities and 
best practices.  During this activity, the BPR Team documented more than 20 processes and 
200 sub-processes, and characterized the information systems that support these processes.   
 
Step Four was the development of this document and culminates in the submission of this 
deliverable.  The deliverable contains information about the FDGS methodology and 
approach, the understanding of the current business model, the current state of information 
systems, a gap analysis comparing the business objectives to the current state and the 
issues and barriers that were identified that prevent VSSS from achieving the business 
objectives today. 

1.3. RESULTS 
The BPR Team reviewed the current environment across a wide spectrum of programs.  The 
programs included in the As Is analysis include: 
 

• TANF • VIEW 
• Child Care • Food Stamps 
• Food Stamps Employment and Training • Medicaid 
• Other State Medical Services • Repatriation 
• State and Local Hospitalization • Auxiliary Grants 
• Family and Children’s Services • Child Protective Services 
• Foster Care Eligibility • Adoption Services 
• Adult Protective Services • Foster Care 
• Energy Assistance • Adult Services 
• Refugee Services • General Relief 

 
In addition to the program specific business processes as shown above, three program 
support business processes were identified for analysis:  Human Resources, Records 
Preservation and Quality Management Evaluation.   
 
Only the Division of Licensing Programs and the Division of Child Support Enforcement were 
specifically identified as out of scope; however, interfaces to the processes associated with 
these programs were examined. 
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At a high-level, VSSS is a state-supervised, locally administered system, affording the Local 
Agencies a great deal of autonomy.  The relationship between VDSS and the Localities has 
reportedly deteriorated over time, creating an atmosphere of mistrust. 
 
The BPR study revealed a highly complex maze of manual and automated processes that 
lack uniformity and are replete with redundant tasks.  While each Locality manages 
processes as it sees fit, in general, the same processes and sub-processes are used 
throughout the enterprise.  Differences can be found in the type and number of staff involved, 
and in the degree of automated support provided by the associated information systems.  
The existence of so many manual processes with multiple hand-offs contributes significantly 
to hidden costs within the organization. 
 
Automated support is divided into systems owned and supported by VDSS and systems 
acquired by localities to support their operations.  Many of the locally purchased systems, 
while providing much needed support to the Locality, cannot interface with VDSS systems.  
This causes duplication of effort as information must be manually entered into a second 
system and hard-copy reports must be generated and manually transmitted between 
programs and systems.  VDSS systems have achieved varying success in meeting the 
needs of staff at both the State and Local levels. 
 
In comparing the current business model with the business objectives, the BPR Team found 
that the gap between the vision for the future and the current state is significant.  However, 
they also determined that much progress toward that vision could be made with a series of 
incremental improvements throughout the organization.  The orderly sequence of steps to 
achieve these improvements will be part of the future Change Management Plan. 
 
The issues and barriers that prevent the organization from achieving the business objectives 
at this time paint a picture of an organization dealing with many of the same issues faced by 
most states.  Themes of organizational distrust, inadequate communication, inadequate 
access to information and data for decision making, insufficient information sharing between 
programs and systems, outdated skill sets among employees, and development of local 
office procedures that are not supported by automation all impact the ability of VSSS to 
operate effectively.  Further, external issues over which VSSS has no control, such as the 
legislature and the effect of one-term governors, also play a part in keeping the organization 
from meeting its objectives.  At the same time, the BPR Team noted that some of the 
localities provided models for best practices that will be incorporated in the redesigned 
business model. 

1.4. CONCLUSION 
The current model is heavy with hidden costs and outdated processes.  As the organization 
has already recognized, it will benefit from reengineering.  VSSS has many opportunities to 
improve the effectiveness of the organization.  The challenge is to design a workable model 
and provide a plan for a series of logical, incremental changes that avoid more upheaval than 
the organization can effectively accommodate.  
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2. BACKGROUND INFORMATION 

People helping people triumph over poverty, abuse 
and neglect to shape strong futures for themselves, 
their families and communities.  - The VSSS Strategic 
Plan Mission  

 
This statement illustrates VSSS’ dedication to serving the citizens of the Commonwealth of 
Virginia.  The strategic plan emphasizes the need to improve in a variety of ways to provide 
better service and to become a more effective service delivery system. 
 
The VSSS realizes that some of their current business processes for social services impede 
the delivery of services.  Various automated systems were designed during the early to mid-
1990s as well as many program processes.  Due to numerous mandated Federal and State 
programmatic changes over this length of time, some of these out-dated practices and 
technologies have begun to adversely impact today’s delivery of Social Services.   
 
The solution put forth to correct the current inefficiencies is the Statewide Business Process 
Reengineering Project.  The initial phase of this solution is an investigation of the current 
environment, processes, activities, and automated support for the various services delivered.  
This is referred to as the “As-Is” model.  The advantages of this deliverable are that it allows 
the BPR Team and the Goal 3 Steering Committee to understand current practices and 
technologies that are used to execute the business of Social Services and their operational 
impacts.  This information includes a collection of processes and practices that are used 
throughout the various localities of Virginia.    
 
From the mechanisms that are detailed in the “As-Is” analysis, a targeted approach for 
redesign can be instituted.  This will include processes that minimize current inefficiencies 
and highlight best practices determined from the more than thirty site visits conducted and 
input from well over 100 State and Local Agency employees.   
 
The discovery phase of the project has been comprehensive in its approach so as to include 
representation and input from the Virginia League of Social Services Executives (VLSSE), 
Local Departments of Social Services (LDSS) management and line staff in 31 of the State’s 
120 local agencies and senior staff from DSS who have responsibility for the programs 
included in the scope of the project as well as a variety of administrative functions.  Appendix 
A provides a very high-level diagrammatic representation of the federal, State and local 
relationship in delivery of social services. 

2.1. HISTORICAL PERSPECTIVE ON THE VSSS STRATEGIC PLAN – GOAL 3  
Improve business productivity through effective automation. 

 
Goal 3 provides the organizational background and purpose for the Statewide BPR Project.  
Goal 3 focuses on improving customer service by optimizing business processes, improving 
service delivery, and leveraging technology solutions.   
 



       As Is Findings 

 
VSSS BPR Project    9 

The strategies to achieve all of these objectives include streamlining policy, addressing 
employee training needs, implementation of a master customer ID application and the 
impetus for this project, business process reengineering.  Other initiatives such as the PPEA 
process for systems modernization run parallel with this project.   
 
Because of the direct relationship between the Goal 3 objectives and the Statewide Business 
Process Reengineering Project, the Goal 3 Committee services as the BPR Project Steering 
Committee.  The Steering Committee provides guidance and direction to the BPR Team.  
They set the objectives and the priorities for the reengineered model and provide important 
feedback on the products produced as a result of the BPR Project activities. 
 
One of the integral steps to achieving the project’s goal is the completion of the “As-Is” 
analysis.  Development of an overall understanding of the function of the agency Divisions 
and Local Departments of Social Services and how each plays a key role in the delivery of 
services is the “As-Is” analysis foundation.  This includes the mechanisms VSSS utilizes to 
administer the programs by establishing policies and regulations, allocating resources, 
monitoring programs, and ensuring compliance with federal and state regulations as well as 
operational practices.   
 
The BPR Team was directed to review processes at both the state and local levels.  
Programs considered within the scope of the project include: Food Stamps including the 
Food Stamp Employment and Training Program, the TANF cash assistance program 
including Virginia Initiative for Employment not Welfare (VIEW), General Relief, Medical 
Services eligibility including Medicaid (Title XIX) and Family Access to Medical Insurance 
Security (FAMIS) (Title XXI), Energy Assistance Program (EAP) including Fuel, Crisis and 
Cooling component, Foster Care (including Title IV-E eligibility), Repatriation, Child Care and 
Development, Adoption, Adult Services (AS), Adult Protective Services (APS), Child Family 
Services (CFS), Child Protective Services (CPS), Auxiliary grants, and others. 
 
The “As-Is” deliverable provides a portrait of the delivery of social services in Virginia 
gleaned from input from representatives from DSS and more 100 individuals within more 
than 30 local agencies.  It describes the local government’s response to the changes the 
State and Federal governments have mandated.  These rules have restricted the 
mechanisms of how social services programs are administered and supervised.  The 
localities have responded to these changes in various ways, which enable them to maintain a 
high level of service while maintaining compliance with these governing agencies.  This 
analysis looks at these mechanisms through interviews, shadowing exercises and in-depth 
discussions with VSSS staff at the State and Local Agency level. 

2.1.1. Project Organization 
The Goal 3 Committee serves as the Statewide BPR Project Steering Committee and 
includes representation from DSS, Local DSS offices, the Department of Medical Assistance 
Services, Virginia Information Technologies Agency, and Community Action Programs.  The 
role of the Steering Committee whose members are found in the following table is discussed 
in Section 3. 
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Name Organization 
Ray Goodwin, Co-Chair Commissioner’s Office 
Gordon Ragland, Co-Chair Henrico Department of Social Services 
Dottie Wells VDSS Child Care and Development Division 
Kelly Calder Department of Medical Assistance Services 
Morris Campbell Norfolk Department of Human Services 
Victoria Collins Radford Department of Social Services 
Jane Conroy VA Association of Community Action Programs 
Buz Cox Charlottesville Department of Social Services  
Carolyn Gregory-Adams Greensville/Emporia Department of Social Services 
Andrea Hendricks VDSS Division of Finance 
Vickie Johnson-Scott VDSS Division of Family Service 
Carol Keil Fairfax Department of Social Services 
Ron King Warren Department of Social Services 
Steve Lewis Henrico Department of Social Services 
Tom Little Division of Quality Management 
Kim McGaughey CSA 
David Mitchell VDSS Division of Finance 
David Mix Department of Medical Assistance Services 
Libby Mounts City of Richmond Department of Social Services 
Dana Paige Fairfax Department of Family Services 
Debbie Secor  VITA 
Duke Storen VDSS Division of Benefit Programs 
Harry Sutton VDSS Division of Information Systems 
Patty Taylor Department of Medical Assistance Services 
Nick Young VDSS Division of Child Support Enforcement 
 
The Statewide BPR Project Team members provide a variety of experience and 
representation of varying locales and the Home Office.  Team members represent 
experience in nearly every program covered within the project scope.  Members are listed 
below. 
 
Name Title Organization Programs 
Dottie Wells, Co-
Project Manager 

Director DSS Child Care and 
Development 
Division 

Buz Cox, Co-Project 
Manager 

Director Charlottesville Administration 

Nancy Jackson Trainer Charlottesville Benefit Programs 
Lynn M. Parker Social Worker II Norfolk City CPS 
Kathy Neff Supervisor Shenandoah County Foster Care and 

Adult Services 
Jo Ann Simmons Human Services 

Program Consultant 
Warrenton Field Office Foster 

Care/Adoption 
Kim Tapscott Social Worker Buckingham County Services 
Bobbi Hossainian Supervisor Fairfax County VIEW 
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Name Title Organization Programs 
Delores Veal Benefit Programs 

Supervisor/ADAPT 
Trainer 

Newport News Benefit Programs 

Nneka Coley Eligibility Worker Albemarle County Medicaid Unit 
Jennifer Murray Business Operations 

Manager 
VSSS Benefit Programs 

George Frazier Benefit Programs 
Supervisor 

Richmond City Benefit Programs 

Sally McCarthy Executive Assistant Pulaski County Administration 
 
First Data Government Solutions team members bring a variety of relevant experience to the 
project.  Team members have extensive experience in the public sector with a heavy 
emphasis on social services experience in a variety of states across the nation. 
 
Name Position Relevant Experience 
Cheryl Baxter Project Manager − 23 years social services within a mid-western state 

− 10 years providing reengineering consulting services 
line level to Administrator level assignments  

− Project Manager of a statewide FAMIS system  
Rita Kidd Lead Facilitator − 13 years social services administrative experience 

− Led several innovative reengineering-related projects 
Led development and implementation of a FAMIS 
pilot system that resulted in a nearly paperless 
workflow 

− 12 years providing reengineering consulting services  
Jonathan Mills Financial Analyst 20 years experience in public and private sectors 

Experience in quality assurance and process 
improvement and cost modeling  
Experience in improving:  product delivery, internal 
processes and customer satisfaction 

Tim Thomas Technical Analyst − 15 years experience in information technology 
− Experience in management of multiple data systems 
− Served as liaison between users and developers 
− Experience in process improvement, systems 

integration, and systems modernization. 
Gary Harlow Business Analyst − 9 + years experience in social services 

− 5 years of local agency benefits delivery experience  
− 4 years of program integrity and training experience.  

Experience with state integrated eligibility (FAMIS) 
system in both system and process analysis  

Wayne Jones Business Analyst − 4 years serving public sector agencies.   
− Experience supporting Medicaid integrated eligibility 

(FAMIS) system development.    
− Extensive experience in analyzing data  

John Plewa Business Analyst − 25 years of experience in providing business and 
technical analysis 



       As Is Findings 

 
VSSS BPR Project    12 

Name Position Relevant Experience 
− Experience in process improvement and redesign 
− Conducted gap analyses  
− Experience in documenting business and functional 

requirements 

2.1.2. Project Sponsorship 
The Goal 3 Committee co-chairs, Ray Goodwin and Gordon Ragland, are designated as the 
Statewide BPR Project sponsors.  In addition, the VDSS Commissioner, Anthony Conyers, 
Jr., is included by reference as a project sponsor. 

2.1.3. Project Stakeholders 
The impact of the Statewide BPR Project has the potential to be far reaching.  Many entities 
within the Commonwealth of Virginia have a vested interest in the outcome of the project.  
Listed below are some of the stakeholders who could be positively impacted by the 
implementation of a new and improved method of doing business. 
 
Organization Beneficial Impact 
VSSS League of Social Services 
Executives 

Improved interfaces/interactions/responsiveness 

Local Social Service Boards More satisfied employee members, better use of 
agency resources, improved communication with 
VDSS 

Local Board of Commissioners/ 
Supervisors 

More satisfied employee members, better use of 
agency resources, improved communication with 
VDSS 

Local City Councils More satisfied employee members, better use of 
agency resources, improved communication with 
VDSS 

Local Finance Officers Improved communication with VDSS 
Local Human Resource Functions Improved communication with VDSS; reduced time 

frames for filling vacancies 
Client Advocacy Groups Improved interfaces/interactions/responsiveness 
Comprehensive Services Act Improved interfaces/interactions 
State Legislature Higher confidence in VSSS use of resources; 

Improved credibility of programs and services 
Secretary of Health and Human 
Resources 

Higher confidence in VSSS use of resources, 
improved interfaces/interactions/responsiveness 

Other State Agencies:  Department of 
Education, Department of Child 
Support Enforcement, Licensing 

Improved interfaces/interactions 
/responsiveness 

Other Local Services:  Mental Health, 
Public Health, Community Action 
Agency, Court Systems 

Improved interfaces/interactions/responsiveness 

VSSS Employee Associations More satisfied employee members 
VDSS Strategic Planning Team  Increased satisfaction amongst employee members 
Goal 3 Committee Significant progress toward objectives 
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Organization Beneficial Impact 
Recipients of Services Improved, high quality services, more humane 

environment and improved outcomes 
Federal Agencies Improved management of funds/programs/services; 

higher confidence in State reporting 
Other Divisions/Departments Improved interfaces/interactions/responsiveness 
Other Service Providers More efficient handling of referrals/payments 
Employers Less demand on the employer’s time for internally 

required information 
Community Members More efficient services to the community 
Tax Payers Greater confidence in ratio of value to cost 
Employees More professional work environment; enhanced jobs; 

greater sense of fulfillment 
Employee Associations More satisfied employee members 
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3. AS IS DISCOVERY STAGE APPROACH AND METHODOLOGY 
3.1. AS IS BUSINESS ENVIRONMENT UNDERSTANDING 
First Data Government Solutions approach to this As Is Business Environment Analysis was 
designed in response to specific requirements for the activity contained within the Statewide 
BPR Project RFP and FDGS’ proposal and work plan.  At a minimum, these documents 
required the following: 

• Review of State and VSSS Goal 3 BPR Strategy documentation. 
• Review of VSSS’ current operational relationship, policies, procedures and practices.   
• Evaluation of the current business, technical (IT) environment, organizational and 

operational infrastructure. 
• Development of detailed process and sub-process documentation needed to support the 

As Is Analysis. 
• Identification and documentation of VSSS core functions. 
 
FDGS employed a “Progressive Discovery” methodology that has proven the most effective 
approach to government business process reengineering.  The methodology is reinforced by 
the day-to-day teaming effort of VSSS personnel with consultant staff to perform analysis 
and produce findings. 

3.2. TASK ROLE AND RESPONSIBILITY OVERVIEW 
This section describes the As Is Analysis phase participants and describes their participation 
in the effort.  Collaboration between participants and consultants on each task assignment in 
this phase relied on clear definition of roles and responsibilities to produce the desired end 
products. 

3.2.1. VSSS Goal 3 BPR Strategy Project Team 
The VSS Statewide BPR Team consists of three layers of responsibility: Layer 1, Goal 
3/BPR Project Steering Committee, Layer 2, Local and State BPR Project Management and 
Layer 3, Local and State BPR Team.  Committed leadership at Layer 1, strong day-to-day 
project management at Layer 2, and dedicated local and State staff with a broad background 
in Virginia’s social services system (representing over 350 years of experience) combine to 
give VSSS the opportunity to dramatically improve both efficiency and effectiveness across a 
broad range of programs and services.  Teaming for this project has intentionally capitalized 
on local and state representation. 

3.2.1.1. BPR Project Steering Committee 
This 21-person steering committee is co-chaired by a representative of the Commissioner’s 
office and a local social services director.  Member representation is approximately equally 
divided between State and local department/program directors.  The role of the BPR Project 
Steering Committee is to establish overarching project guidance and direction.   
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BPR Project Steering Committee responsibilities include: 

• Establish Business Objectives  
• Set Organization-wide Expectations 
• Act as Sounding Board for Project Team 
• Review and Approve BPR Recommendations 
• Provide Sponsorship for BPR Implementation 

3.2.1.2. BPR Project Management 
Project Management for the BPR Project is co-managed by a local department director and a 
State program director.  This two-person team brings a range of experience and perspective 
that is applied to the day-to-day management of the VSSS BPR Team’s participation, as well 
as management of the Consulting Team/VSSS relationship. 
 
BPR Project Management is responsible for: 

• Coordinating and arranging local and State participation. 
• Identifying subject matter experts to provide As Is overviews. 
• Identifying and arranging for BPR Team visits to local agencies, coordinating of 

interviews and shadowing workers/staff in the As Is environment. 
• Participating in critical day-to-day BPR Team activities. 
• Translating and reinforcing the project’s mission and steering committee’s vision. 

3.2.1.3. BPR Team 
This 11-person team is made up of nine local professional and management staff and two 
professional and management State staff with a broad-range of program policy and 
operational knowledge.  The role of the BPR Team in the As Is Analysis was to synthesize 
knowledge of the deficiencies and inefficiencies, shortcomings and limitations as well as 
potentially lasting best practices of the current business model.   
 
The responsibility of the BPR Team was to interview State representatives and make 
assessments through physically observing VSSS operations.  This information, then, was 
converted through a series of structured exercises into documentation that can be used to: 

• Understand variations in operational models across localities and between State program 
functions. 

• Variations in technological support between programs. 
• Understand the extent of labor and paper-based activities and tasks. 
• Identify the number of handoffs and the amount of “after work” required to carry out a 

single unit of benefit delivery or service. 
• Begin to create a visual representation of the cost drivers in the current business model. 
• Identify best State and local operation practices that can support redesign of the To Be 

business model. 
• Identify opportunities to achieve dramatic business benefits through a series of quick 

fixes (refer to Section 7.4 for a discussion of quick fixes vs. interim changes and how they 
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can be planned to contribute to a scaled, progressive approach to change that 
contributes toward overall change management). 

This documentation provides a foundation for the BPR work that must follow.  The entire 
BPR Team will remain into mid-July 2005 to:  

• Identify Critical Areas of Performance that impede VSSS’ ability to achieve the BPR 
Project Steering Committee’s business objective in the current business model. 

• Develop New Performance Targets. 
• Develop New Business Model. 
• Reengineer Core Processes. 
• Develop BPR recommendations for presentation to the Steering Team. 

A decision to move forward with some of all of the BPR recommendations will result in 
selection and training of a Change Management Team.  With support from FDGS, VSSS will 
develop a Change Management Plan that includes planning for incremental implementation 
of a series of interim changes designed to provide immediate benefits in labor-savings as 
well as initiate cultural shifts statewide from the point of contact with the client to 
promulgation of policy.  This approach eliminates the shotgun approach that quick fixes 
sometimes bring, which saps organizational energy and trust.  It also eliminates the big bang 
approach that BPR might bring, which often causes rejection as the organization acts to 
resist change. 

3.2.2. First Data Government Solutions Staff 
The FDGS Staff was carefully selected to bring a range of backgrounds and experiences to 
produce VSSS’ desired outcome.  The FDGS staff is charged with directing the activities of 
the project team and facilitating the VSSS staff’s understanding of the current business 
environment.  The responsibilities of the FDGS team are to: 

• Facilitate team meetings. 
• Provide challenges that help members stretch beyond their experience within their 

home/ work setting.  
• Research and provide information about best practices. 
• Document the findings of the Project Team. 
• Analyze the data collected during the discovery phase. 

3.2.3. Other Divisions/Staff 
Overall, operational snapshots have been assessed for 35 localities (inclusive of BPR Team 
visits, worker shadowing and BPR Team knowledge of their own local office environments).  
Almost 135 individuals representing the local viewpoint were involved in information 
gathering at local offices.    
 
Thirty-five State DSS program and functional representatives were interviewed across the 
breadth of programs and services within the scope of this project.  See Appendix B for a 
listing of localities and local and state interviewees/job shadowing. 



       As Is Findings 

 
VSSS BPR Project    17 

3.3. APPROACH AND METHODOLOGY  

3.3.1. Purpose of As Is Analysis 
Business process reengineering projects approach the topic of the current, or As Is, business 
environment differently, depending upon the goal of the project.  Some projects reject any 
consideration of the As Is, intending to fully replace the whole.  Other projects have been 
mired in mapping the As Is at a low level of detail for years.   
 
Radical improvement is possible in the human services arena in all states, with or without 
21st Century technological support.   
 
One objective of evaluating the As Is environment at the level of detail used in the VSSS 
BPR project is to understand, without “throwing the baby out with the bathwater,” where there 
are significant opportunities for dramatically improving performance, with the assumption that 
the State/local business partnership would reject radical enterprise-wide reengineering.  The 
other assumption was that the enabling technology-overhaul needed to support a radical 
enterprise-wide reengineering effort might be precluded due to sunk State and federal dollars 
in current FAMIS and SACWIS systems, State resources and required federal approval for 
new developments, and local investments in chosen “favorite” standalone local systems. 
 
On that basis, the level of detail in the As Is Analysis documents remarkable opportunities for 
improving operations.  The As Is Analysis identified levels of redundancy and duplication, 
handoffs, and after work (as well as lack of the needed level of automated support that can 
relieve manual activities, reduce paper, and “share” information across VSSS).  The Analysis 
also identified automated system functionality that was not implemented from donor systems 
that may offer early opportunities for significant changes to how workers complete casework.   

3.3.2. Methodology 
The methodology is based on building knowledge in an environment that allows the 
participants to stand back from the day-to-day pressures of the social services work world.  
The approach builds knowledge of: 

• Reengineering concepts – the BPR Team participated in three days of training. 
• Organizational expectations from review and discussion of the BPR Project Steering 

Committee’s business objectives. 
• The public’s 21st Century expectations of an effective business environment – an 

examination of how we live, work and play today outside the bricks and mortar of the 
social services system, and compare that with how we work once inside. 

• Literature related to modern business methods and reengineering – a library of texts and 
articles were provided and self-study was encouraged. 

• How the organization works and delivers services through personal experience, 
interviews, observation, shadowing with the viewpoint of an outsider. 

• Why this state of functioning exists, and what can be done to change it using structured 
exercises and documentation techniques – this methodology imposes a discipline on the 
analysis. 
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Working hand-in-glove with FDGS consulting staff, the BPR Team applied the knowledge 
built through the following. 

3.3.3. As Is Business Process Review and Assessment 
This section describes at a moderate level of detail the approach used to review, analyze 
and assess the current business processes and work flows for the full range of programs and 
services within the scope of this project. 
 
In large and small group work sessions BPR Team members and FDGS consultants: 

• Clarified information gathered from interviews and visits. 
• Identified and documented, at a high level, issues, problems, and requirements. 
• Defined the extent of the stovepipe organizational structure at State and local levels. 
• Documented program driven business processes (21) within the scope of the project and 

their sub-processes (over 200 altogether).   
• Develop “portraits” of each process and sub-process. 

The approach included: 

• Review of interview notes. 
• Synthesis of information from physical observations and site visit notes. 
• Personal knowledge. 
• Information gleaned through researching policy and program documentation. 
• Analysis and team discussion.    

Separately, FDGS consultants were responsible for collecting and analyzing As Is technical 
documentation and financial and statistical documentation.  The approach used in those 
efforts is described in Section 3.3.3.2 and Section 3.3.3.3.  The technology and financial 
analyses build on and validate the business process analysis. 

3.3.3.1. As Is Business Process Analysis 
For each of the program-driven business process, its respective sub-processes were 
identified and diagrammed to give context to the analysis that followed for each.  The context 
diagram for each sub-process gathered the following information: 

• Trigger 
• Purpose 
• Inputs 
• Outputs 
• Incoming and outgoing system interfaces 
• Outcome 
• Integral and peripheral processes/functions 
• Handoffs between personnel (with elapsed task and cycle time where feasible) 
• After Work 
• Cost Drivers 
• Issues 
• Number of client visits if appropriate to the sub-process 
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In addition to deriving documentation about the As Is environment, this analysis assured that 
FDGS clearly understands the current environment, current constraints and opportunities 
prior to embarking upon the business process reengineering effort.  
 
Refer to Appendix B to review the 23 separate processes that emerged from this analysis.  In 
large and small group exercises, at this level of detail, the BPR Team with FDGS consultants 
documented: 

• For each sub-process whether it was largely manual, and in what way. 
• Inefficiencies (some of which are due to the current business model and others are due 

to the current IT approach). 
• Changes in progress that might improve performance. 
• Internally perceived and real limitations and barriers.   
• Constraints, including data, legal and organizational. 
• Level of application of IT to the core functions. 
• Whether existing performance metrics exceed traditional standards. 
• Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods). 
• Current environment cost drivers. 
• Problems in the current environment. 
• IT deficiencies. 
• Handoffs. 
• After work. 
• Paper-based. 
• Forms-driven. 
• Operational baseline in the current environment. 
• Organizational structure issues. 
• How the culture contributes to efficiency/inefficiency. 
• Whether an informal organization has grown up to support getting the job done. 
• Significant variations observed across the local site visits. 
• Areas of redundancy, overlap, duplication and potential error. 
• Current performance measurements and the impact on effectiveness. 
• Potential opportunities for “quick fixes" in process, workflow, and IT that will provide 

immediate benefits and support change management.  
• Best practices observed in the As Is that should port to the new business model. 
• Quick fixes in the sub-process that could improve performance and contribute to the new 

business culture. 
• Reengineering opportunities in work process, outputs, outcomes and use of technology. 

During the As Is business process analysis, FDGS was also engaged in researching 
potential programmatic and operational waivers, including how VSSS has implemented 
waivers in the As Is program operations.   
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3.3.3.2. IT Model Analysis Methodology 
In addition to the general IT discussions that were addressed during all the State and local 
staff interviews and visits, specific interviews were arranged with key staff members within 
the VDSS Division of Information Systems (DIS).  The purpose of these interviews was to 
perform discovery to enable the team to fully understand the current IT environment and 
systems and how support was provided to the local agencies and the home office.  The 
following areas were examined: 

• A complete accounting of the State-supported information systems in use: 
1. Understanding the system’s purpose. 
2. Documenting the architecture and technology used. 
3. Identifying significant interfaces with other systems. 

• Standards employed throughout the enterprise. 
• IT Infrastructure: 

1. PCs, Workstations, and peripheral equipment. 
2. Networks. 
3. Servers and Mainframes. 
4. Hosting centers. 

• Software and System development methodology, tools, and environment. 
• Support provided to the users: 

1. Help Desk. 
2. Requests for system changes. 
3. Maintenance. 
4. Online help and training. 

• Limitations and constraints imposed by the current IT environment. 
• Demonstrations of prototype and off-the-shelf systems. 
• High-level costs associated with IT staffing, systems, and support. 
• Previous, current, and planned research or studies that were performed to examine IT 

systems, infrastructure, and usage. 
• Best practices employed locally and by the State. 
 
Discovery was accomplished by performing interviews with key members of the DIS staff and 
by conducting research on the documentation provided by the State and available online at 
the DSS and Virginia Information Technology Agency (VITA) websites.  Interviews targeted 
those staff members with a broad understanding of the IT environment, direct connection to 
the social services program offices, and with access to additional information when needed.  
Specifically, the following groups were interviewed: 

• DIS management, including the Director and his support staff. 
• DIS Program managers. 
• Managers of shared technical resources (for example, database services). 
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Also, during local agency visits, staff members were asked to identify and characterize any 
locally implemented systems that were used to support or replace functionality provided by 
the state systems.  Local IT infrastructure was also examined, including the relationship and 
connectivity between state and local networks.  When available, local IT staff members were 
interviewed separately from the other workers during site visits. 
 
The information gathered was archived electronically and analyzed to provide a broad 
overview of the IT environment, both current and planned.  The findings are presented in 
Section 6 of this document. 

3.3.3.3. Financial Baseline Analysis 
A financial analysis has been completed to establish a cost baseline for the As Is 
environment.  The work product is a separate document and is being released as Deliverable 
2.  Some brief observation of findings is included below: 

3.3.4. Work Plan Schedule 
The project’s Kickoff Meeting was March 8, 2005.  The table below demonstrates the 
aggressiveness of the work schedule. 
 

Dates Activities 
March 8, 2005 Kickoff Meeting 
March 9 – 11, 2005 BPR Team Training 
March 14 – March 24, 2005 State Interviews 
March 28 – April 8, 2005 Site Visits 
April 11 – 15, 2005  
 

Synthesis of Information from Interviews 
and Site Visits 

April 18 – 22, 2005  Catch-up interviews 
Initiate As Is Analysis/Documentation 

April 25 – May 12, 2005 Complete As Is Analysis/Documentation 
for 21 Business Processes  

May 13 – May 24, 2005 Finalize As Is Documentation and 
Produce As Is Deliverable for State 
Review 

3.3.5. Meetings and Activities 
This section will list and reference meetings conducted to support information gathering by 
type and date.  Each meeting will be listed and briefly described, including attendees. 
 

Dates Activities 
March 8, 2005 Kickoff Meeting – Draft Business Objectives 
March 31, 2005 Steering Committee Review and Finalize Business 

Objectives 
April 18, 19, 20, 21 and 
22, 2005 

Sponsors’ Regional Meetings  

May 10, 11 and 12, 2005 Annual League Conference 
May 11, 12 and 13, 2005 BPRO Conference 
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Weekly Project Management meetings (each Tuesday morning) are conducted between the 
State and local project managers and the FDGS project manager to discuss any project 
issues, resource needs and scheduled activities.  
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4. UNDERSTANDING THE CURRENT BUSINESS MODEL  
Over a 10-week period, FDGS and the VSSS BPR Team devoted itself to development of a 
solid understanding of the challenges and constraints, as well as opportunities, for 
improvement in the VSSS business environment.   

4.1. VSSS ORGANIZATION AND BUSINESS RELATIONSHIPS 
The VSSS represents a State-supervised, locally administered public social services delivery 
system.  “Locally administered” in the Commonwealth of Virginia includes local departments 
of social services established within the administrative structure of independent cities as well 
as counties.  In Virginia, there are 95 counties.  There are a total of 134 localities inclusive of 
independent cities.  With consolidation of some localities, there are currently 120 local 
agencies operating in Virginia.  Other than the four largest agencies, local offices are not 
large in size.  (Refer to the table in Appendix B).   
 
The mission of the State and local partnership is: “People helping people triumph over 
poverty, abuse and neglect to shape strong futures for themselves, their families and 
communities.”  This mission statement demonstrates a business philosophy that puts the end 
consumer at the center of its effort to deliver quality benefits and services.  The job of the As 
Is analysis is to determine how both partners are impeded by the current business 
environment in doing just that. 

4.1.1. State Office Operations 
The Virginia State Department of Social Services provides oversight and technical support 
across a broad spectrum of programs and services.  The Department is responsible to an 
appointed Commissioner level member of the Governor’s executive branch.  The Department 
of Social Services includes, in addition to the programs and services within the scope of this 
project, the Division of Child Support Enforcement (DCSE) and the Division of Licensing 
Programs. 
 
State oversight includes management and dissemination of federal/State program policy, 
compliance functions, and fiscal accountability.  State technical support includes policy 
interpretations, Quality Management support, and Human Resources support.  The 
Department has a relationship of accountability to federal funding authorities for all non-State 
benefit programs and social services.  The Department is a service delivery partner with the 
State’s fiscal agent for State and federally funded medical services, the Department of 
Medical Assistance Services (DMAS).  The Department passes through federal and State 
funds to local agencies through allocation formulas for each grant program within its 
responsibility.   
 
A copy of the Department’s organizational chart can be found at 
http://www.dss.virginia.gov/files/division/orgchart.pdf. 

4.1.2. Local Office Operations 
Local social services agencies are responsible for the direct delivery of services at the 
community level.  They perform the day-to-day benefit eligibility and case management, 
welfare to work functions, and child and family social and protective services.  The localities 

http://www.dss.virginia.gov/files/division/orgchart.pdf
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are accountable to the State and federal agencies for carrying out programs and services 
effectively.  This responsibility includes routine statistical and financial reporting to the State 
to demonstrate that they are performing within established performance standards. 

 
Historically, local agencies have had a high-level of autonomy and independence from direct 
control of the State supervising Department of Social Services.  This has contributed to 120 
ways of conducting business, from how customer contacts are completed, how client records 
are structured, to how programs and services are staffed, to how local fiscal system needs 
have been met.  This independence in a non-automated environment had lesser impact than 
it does in the automated information era.  In the automated information era, auditable data is 
expected to be readily available in easy to audit systems, with some level of confidence that 
the data is generally uniform from locality to locality.   
 
Local Departments have an extensive network of both formal and informal service delivery 
relationships within their respective communities.  The following list is representative of the 
types of external business relationships necessary to fully meeting the State/local mission at 
the local level: 
 

• County/City Finance Officer 
• Client Advocacy Groups 
• CSA 
• Courts 
• Commonwealth Attorney 
• Law Enforcement 
• Child Care Providers 
• Foster Parents 
• Translators 
• Mental Health Services 
• Health Departments  
• Hospitals 
• Nursing Homes 
• Hospital Social Worker   
• Visually Handicapped  
• Agency On Aging  
• Prescription Drug Program  
• Meals On Wheels  
• Interstate Compact 

• Homes For The Aged And 
Disabled   

• Salvation Army 
• Faith-Based Charitable 

Organizations 
• Detox Treatment Centers  
• Social Security 
• Schools  
• Family Preservation Services 
• Children’s Advocacy Groups 
• Fapt Team 
• Casa 
• Other Counties 
• Office On Youth 
• Children’s Advocacy Centers 
• Detention Center 
• Detention Alternatives Program 
• Housing Authority 
• Home Office 
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Local offices, their locations and local directors, represented by the Virginia League of Social 
Services Executives (VLSSE), can be reviewed at 
http://www.dss.virginia.gov/localagency/index.html. 

4.1.3. VSSS Funding 
Day-to-day operational funding, in total dollars, has not changed since 1989, although the 
rate of inflation has grown by more than 47.5% during that same time.  There have been 
increases in salary, and staffing increases allowed for specific needs, but the base allocation 
for operations remains the same.  The result has created an increased demand on localities 
to fill the inflation gap from local monies as well as transference of an increasing percentage 
of administrative costs from the state to local agencies.  It has been noted that the formula 
for administrative allocation to some fast growing localities has not changed, resulting in a 
lesser level of State/federal funding in specific cases.  Rather than cut services, localities 
have taken on a higher proportionate share of costs. 

4.1.4. Core Functions 
Core functions are defined as those that are essential and contribute directly to the 
production of the product or service.  In today’s business environment, core functions are 
thought of as those activities that closely or supportively align with delivery of services. 
 
In the industry, there are key terms, thought to define core functions that speak reams of 
information to those with experience in the human services industry. 

• Intake 
• Case Management 
• Fiscal 
• Family Preservation  
 
For others, speaking of core functions, means defining a set of programs as services such 
as: 

• Benefit Payments 
• Child Care Services 
• Child Welfare 
• Adult Services 
 
In the VSSS As Is environment, whether at the State level or the local level the concept of 
“core function,” from a management or line perspective is considered equivalent to 
programmatic functional responsibilities.  It is FDGS’ observation that it is this picture, as 
demonstrated below, that has contributed to limiting VSSS’ ability to effect the organization-
wide operational changes necessary to deliver the level of quality services in the way it would 
like to deliver them. 
SOCIAL SERVICES 

http://www.dss.virginia.gov/localagency/index.html
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BENEFIT 
PROGRAMS 

EMPLOYMENT 
SERVICES 

CHILD CARE 
SERVICES 

PROTECTIVE 
SERVICES 

SOCIAL 
SERVICES 

Outreach (F/S, 
M/C, Energy 
Assist) 

     

Customer 
Service 

Customer Service Customer 
Service 

Customer Service Customer Service 

Records 
Preservation 

Records 
Preservation 

Records 
Preservation 

Records 
Preservation 

Records 
Preservation 

Form and 
Brochure 
Management 

Form and Brochure 
Management 

Form and 
Brochure 
Management 

Form and 
Brochure 
Management 

Form and 
Brochure 
Management 

Intake Intake Intake Intake 
  Investigation   

Intake 

  Court Activities Court Activities 
Eligibility 
Determination 

 Eligibility 
Determination 

 Eligibility 
Determination 

Purchase of 
Services 

Purchase of 
Services 

Purchase of 
Services 

Purchase of 
Services 

Issuance and 
Reconciliation 

  Recruit Providers Recruit Providers 
Case 
Management 

Case Management Case 
Management 

Case 
Management 

Case Management 

 Claims   Claims 
Fiscal Support Fiscal Support Fiscal Support Fiscal Support 

Systems 
Management 
(design, 
development, 
maintenance) 

Systems 
Management 
(design, 
development, 
maintenance) 

Systems 
Management 
(design, 
development, 
maintenance) 

Systems 
Management 
(design, 
development, 
maintenance) 

Systems 
Management 
(design, 
development, 
maintenance) 

Network 
Management 

Network 
Management 

Network 
Management 

Network 
Management 

Network 
Management 

Data Center 
Support 

Data Center 
Support 

Data Center 
Support 

Data Center 
Support 

Data Center 
Support 

Mail and Courier 
Services 

Mail and Courier 
Services 

Mail and Courier 
Services 

Mail and Courier 
Services 

Mail and Courier 
Services 

Training Training Training Training Training 
Appeals Appeals Appeals Appeals Appeals 
Quality 
Assurance 

Quality Assurance Quality 
Assurance 

Quality 
Assurance 

Quality Assurance 

Fraud 
Management 

Fraud Management Fraud 
Management 

 Fraud 
Management 

Policy 
Management 

Policy Management Policy 
Management 

Policy 
Management 

Policy 
Management 

Quality 
Management 

Quality 
Management 

Quality 
Management 

Quality 
Management 

Quality 
Management 

 
Stovepipes become more important than the enterprise.  The compartmentalization 
demonstrated places the burden for improving operations, whether at the State or local level, 
in the hands of people who see their own day-to-day functionality as having an importance 
greater than the mission statement.  There is no test as to whether an operational decision 
furthers the opportunity to meet the mission fully, or whether the decision further interferes 
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with meeting the mission as the organization intends.  Refer to Appendix C to view 
representative As Is flow charts: 

• Adult Protective Services Investigations 
• Child Care Fiscal Procedure 
• Food Stamp Intake 
• Purchase of Service 

FDGS would like to suggest, when one considers the organization’s mission statement, that 
the VSSS core function in the As Is environment is much simpler.  This organization-wide 
perspective would have made the job of deciding how and where to apply resources to 
resolve operational issues observed during this As Is Analysis, also much simpler. 

• Customer Service 
• Administration 
• Policy and Compliance 
• Community Relations 

4.2. AS IS BUSINESS PROCESSES 
The BPR Team, with facilitation by FDGS, synthesized and distilled the considerable 
information gathered about the current business environment into an understanding of the As 
Is business processes.  This effort resulted in identifying that contrary to the notion that the 
business processes are, for instance, Intake, Ongoing case management, etc., that the 
business processes in the current business environment are actually program-driven 
stovepipes.  The following table depicts the 23 program-driven business processes 
documented.    
 

Program-driven Business Process 
Human Resources 
Records Preservation 
Deliver TANF Benefits 
Deliver VIEW Services 
Deliver Food Stamp Benefits 
Deliver FSET (Food Stamp Employment and Training) 
Deliver General Relief Benefits 
Deliver Energy Assistance Benefits 
Deliver Medicaid Benefits 
Deliver Other State Medical Services 
Deliver State and Local Hospitalization Services 
Manage Auxiliary Grants 
Deliver Child Care Services and Assistance 
Deliver Child Protective Services 
Deliver Child and Family Services 
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Program-driven Business Process 
Deliver Foster Care Benefits 
Deliver Foster Care Services 
Deliver Adoption Services 
Deliver Adult Services 
Deliver Adult Protective Services 
Deliver Refugee Services 
Deliver Repatriation Benefits 
Deliver Quality Management Evaluation 

 
The BPR Team determined that each business process is a stovepipe or silo, driven by 
narrow program policy and funding streams.  The stovepipe extends, for each, from the 
consumer or client at the local level to the policy, compliance and financial functions at the 
State level.    
 
Each process was then evaluated to document the sub-processes required to achieve the 
targeted outcome of the benefit or services-driven process.  See Appendix D for 
documentation on each individual process and sub-process. 
 
Applying the methodology discussed in Section 2.3.3.1, the BPR Team developed 
documentation about their findings for each sub-process.  The effort was not intended to 
result in exhaustive documentation to the activity and task level for each sub-process.  
Rather, it was intended to provide an overall understanding of how business is conducted in 
the current environment, and to document at a high level how each sub-process is organized 
and performs in the As Is environment.  Sub-processes were identified as being either 
unique, or as being a common sub-process used across several program-driven processes.  
See Appendix E for documentation of each process and its unique sub-processes.  Appendix 
F documents each common sub-process.  Appendix G provides a matrix view of the sub-
processes in the current environment arrayed across the 23 business processes.  This view 
helps to define the level of redundancy in functional activity spread across all programs and 
services.  

4.3. CURRENT SERVICE DELIVERY STANDARDS 
Performance standards in the existing business model are as they are nationwide throughout 
the public human services industry.  The primary standards for client services that drive 
VSSS service delivery are Quality Assurance and timeliness.  Of these two drivers, Quality 
Assurance is the most frequently cited control from one program-driven business process to 
another.  Upon further investigation, however, only two programs, Food Stamps and 
Medicaid, have a bona fide Quality Assurance function.  Other programs depend on a less 
formal control in the way of “case reads.”  This control varies from program to program, 
worker to worker, and locality to locality. 
 
Federal deadlines for timeliness in completion of applications are as follows: 

• Food Stamp applicants must either be mailed a notice of denial or receive their benefits 
within 30 days of filing an application.    
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• TANF Cash Assistance applicants must either be mailed a notice of denial or their 
benefits within 45 days of filing an application (In Virginia, applications for TANF must be 
completed in 30 days as this policy was aligned with Food Stamps). 

• Medical Assistance applicants must be mailed either a notice of denial or eligibility within 
45 days of filing an application. 

 
To view the impact of this timeline (viewed as a deadline) on the operational culture of the 
enterprise, please see the case processing timeline in Appendix H. 
  
Failure to meet federal deadlines may result in sanctions against the State.  Federal 
timeliness requirements are intended to serve as a maximum time frame, a penalty point for 
non-performance.  In the current environment, however, these federal deadlines have 
become a de facto service delivery standard.  During site visits, staff was asked how long it 
took to process an application.  Responses to such questions were not given in terms or 
hours, days or weeks.  Instead, the standard responses were given in terms of the federal 
timeliness requirements.  A typical response would be, “We have 30 days to finish a Food 
Stamp case and this office is 95% timely.” 
 
Other more recent VSS performance standards have been established for child welfare 
services and overall quality management. 
 
Performance Improvement Plan Organizational goals for percentage improvement 

in outcomes for children by 2006. 
 
Quality Management Evaluation  

Reported for TANF Application Denial Rate 
Job Retention 
Average Hourly Wage of Clients 
VIEW – Percent Employed 

  
Reported for FS Timeliness of Application 

Processing – Expedited 
Timeliness of Application Processing – Regular 

  
Reported for Medicaid Timeliness of Application Processing 

Timeliness of Reviews 
  
Reported for CPS Recurrence of Maltreatment 

Child Maltreatment Rate 
 

It should be noted that information, both statistical and financial, is reported routinely by 
localities that gives a broad picture of performance on a broad range of activities.  This 
routine, monthly, quarterly, and annual reporting is one-way.  There is no feedback loop from 
existing routine information to localities to support proactive performance management. 

 
Of further importance, there are performance standards in place for monthly reporting by 
local agencies to State agencies.  Localities have a 10-day deadline for delivering mandated 
statistical and financial reports after the end of the month. 
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There are no statewide-institutionalized performance standards for other non-financial or 
non-service delivery functions.  For instance, the following are lacking in the As Is 
environment. 

• A policy interpretation must be provided when requested in no more than two hours. 
• A personnel certification list must be provided to the local agency within two days of 

request. 
• Policy updates must be in the online manual within 24 hours of release of a broadcast. 

 
In summary, the current performance standards for the VSSS have been aligned to the 
federal minimum standards of performance.  Performance standards are exclusively focused 
on service delivery with an absence of standards for the supporting mechanisms.  

4.4. PERFORMANCE ISSUES IN THE EXISTING BUSINESS MODEL 
Various studies and initiatives have been undertaken to measure current outcomes.  A 
workload study final report was released by VSSS contractor, Hornby, Zeller Associates, Inc, 
in November 2000 that provided a detailed time study of caseload management activities 
across most classes at local agencies.  This study did not result in establishment of 
performance expectations; rather it created controversy around State funded staffing levels 
within local agencies.  That report cited previous workload studies undertaken in the late 
1970s, a comprehensive revision of the caseload standards in 1987, a revision of caseload 
standards for benefit programs in 1992, and updating of foster care and adoption standards 
in 1998.   
 
In the May 2004 Virginia League of Social Services Executives (VLSSE) Spring Conference, 
a survey of 16 participating localities was reported.  The survey sought to provide insight into 
the level at which localities were already working to achieve the objectives contained within 
the VSSS Strategic Plan.  This type of survey satisfied the one-time need, but there was no 
evidence of routine performance reporting conducted by the VSSS.   
 
The State collects information on various elements of the localities’ Social Service activities 
for its Quality Management Evaluation program.  For example, data is collected on the time 
each locality takes to process a food stamp application.  The information is stored in a 
database and then queried using a web enabled quality management tool.  A locality can use 
the State’s intranet to compare this information in order to provide some benchmark with 
regard to their timelines.  This is done by querying the time they take to execute their 
applications against other localities of the same size or geographical region.  The localities 
have a choice of other areas for comparison as a method of having comparison feedback. 
 
In Child Welfare Services, VDSS underwent a Child and Family Services Review in 2002.  
The Administration for Children and Families, the federal oversight agency, conducted the 
study.  The review period was April 2 through November 30, 2002.  The purpose of the 
CFSR is to assess a state’s ability to achieve positive outcomes for children who come into 
contact with the child welfare system.  Included in the review were children and families in 
the Child Protective Services, Foster Care, Adoption and Family Preservation programs.  
Onsite reviews were conducted in three localities.  An additional 115 Foster Care cases were 
reviewed.  The following results occurred: 

•  Program Outcomes: Passed in one of seven areas. 
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•  National Performance Indicators: Passed in three of six areas 
•  Systemic Factors: Passed in three of seven areas. 
 
A follow-on CFSR showed improvement in some areas in 2003.  Based on this 2002 result, 
Virginia developed a Program Improvement Plan approved in January 2005.  The Plan 
provides for several areas of improvement in outcomes in services to children that can be 
impeded by labor-intensive, paper-based workloads further impacted by redundancy and 
duplicative data handling.  The current business environment creates a challenge in meeting 
the goal of putting the child first.   
 
The VSSS Strategic Plan sets improvement targets of 5% over the prior measurement.  
Consistent and reliable measurement of current performance data is lacking to permit any 
valid measurement of such improvement. 
 
The statements that follow, summarizing findings, acknowledges that there are good people 
throughout the State and local enterprise who highly value the work they do, their 
contribution to the community, and who want to be focused on the organization’s mission.  
The charged political relationship and resulting culture, however, have gotten in the way.  
The As Is analysis has identified a number of lost opportunities for setting performance 
standards for work process, outputs, use of information technology and outcomes.  
Challenges in the As Is environment include the State/local relationship and autonomy of 
operational choice at local agencies combined with lack of tools for working with 21st Century 
expectations.  The perception of “what is in it for me” also has elements of reality, and that 
stance extends to State staff acceptance of opportunities to improve their own and locality 
performance.  In the localities, it extends all the way to the line level. 

4.4.1. Individual Worker Performance  
Focus in the current environment is, rightfully, on how the individual understands and applies 
programmatic policy, in the delivery of services and benefits.  Established supervisory and 
performance evaluation procedure, however, was not reported to take into account the time 
and motion efficiency of each individual’s work behaviors as activities and tasks are carried 
out. 
 
The primary mechanism observed during site visits or shadowing exercises for measuring 
individual performance has involved a direct relationship between the workers and their 
supervisors.  For example, new workers or workers that have consistently erred in an area of 
work tend to be monitored in that area until satisfactory performance is achieved.  The 
supervisor provides feedback and direction in a one on one setting in order to improve areas 
of performance.  
 
At the unit level, when there is a potential for errors involving unique or rarely seen situations, 
the supervisor may review the cases.  Unit meetings were often reported as being conducted 
weekly or monthly, but that did not inhibit communications between supervisors and workers 
when coaching was required.  

4.4.2. Specialization 
Some local offices have gone through the evolution process from specialist to generalist with 
an expectation of realizing more productivity per worker.  This trend has gradually eroded 
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and reversed as the level of policy information (federal, state, and local), combined with 
existing work methods has expanded workload to the point that it is believed only a specialist 
can be effective. 
 
Local offices of Social Services report a variety of approaches to specialization.  Some have 
a generalist approach to benefits.  Others have a generalist approach for ongoing case 
management but have a specialized intake unit.  Still others separate benefit workers by 
program with only Food Stamps common among most or all.  Similar findings occurred in the 
services programs.  The smallest agencies tend to have the least specialization, and the 
largest have the most.  The effect of specialization in benefit programs tends to be multiple 
caseworkers for multiple benefits.  In Services, the result is handoffs of a client as he 
traverses the services continuum.  
 
The localities have attempted to leave certain professionals in specialized positions.  This 
has proved to be beneficial in a few areas such as CPS.  The majority of communities are 
pressed with having to overlap their tasks in order to provide higher levels of customer 
service and productivity.  Additionally, to assist in accommodating employees with flextime 
schedules, cross training has become a necessary task among supervisors and employees.  

4.4.3. Organizational Performance 
The organizational relationships supporting program areas under the VSSS umbrella impact 
both culture and operational performance.  The cultural issues that impact on program 
efficiency and effectiveness is summarized as follows: 

• Deadline focused. 
• Broken link between systems and mission. 
• Reliance on pen and paper. 
• New workers assume work completed in OASIS or ADAPT (or other system) is the whole 

job. 
• Information exchange is not real-time. 
• Increase in workload due to quality of inter-agency or internal communication. 
• Once a fact, always a fact – oral histories and perceptions interfere with organization-

wide problem solving for the future. 
• Reluctance to impose standardized performance expectations and timeframes. 
• Organizational reactivity produces faster outcomes than routine operations. 
• Cost cannot be accurately identified. 
• Structure encourages separation. 
• Spillover effect (when response to the client is delayed) from VSSS to the rest of the 

community human services providers…homeless shelters, law enforcement, food 
programs. 

Manual or “paper processes” were found in all areas across the VSSS.  Many of the manual 
processes are conducted parallel to automated processes.  Interviewees noted, and BPR 
Team members confirmed, that manual processes are highly labor-intensive consuming an 
estimated 70-80% of available work time.  Some programs such as Adult Services and Adult 
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Protective Services are essentially wholly manual in nature, having only case and client 
identification information in an automated system. 
 
The following paragraphs discuss other areas of organizational performance in the As Is 
environment. 

4.4.3.1. The Formal vs. Informal Organization 
The formal organization is the one defined by the organization chart.  A functioning formal 
organization would demonstrate that by being able to confirm that every individual on the 
organization chart is performing the activities and tasks so identified.  When the formal 
organization ceases to reflect the day-to-day expectations for outcome or expectations for 
getting the job done, an informal organization grows to fill the gap. 
 
The informal organization assists individuals or sub-parts of the organization in being more 
efficient individually, but overall it detracts from the ability of the whole organization to be 
efficient and effective.  Tremendous resources are required to support the activities and 
relationships that are needed to maintain the integrity of the informal organization.  
Deviations from the formal organizational structure were observed and relayed during 
interviews and site visits.  There are great variations in informal organizations with differing 
results: 

• 120 differing versions of workarounds when systems are incapable of producing the 
support needed to achieve the outcome. 

• Oral communication between worker and fiscal due to lack of system information. 
• Person-to-person sharing of information on how to carry out a task. 
• Creation of parallel, redundant processes for paper-based procedures alongside systems 

capabilities because of deficiencies in computer skills or lack of training or because of 
deficiencies of functioning/functionality in systems. 

• Local philosophies about customer service. 
• Professional and technical tasks repeated by clerical workers because of perceptions of 

“best use of dollars” or “best use of time,” in other words Social Workers completing tasks 
on paper for the file and handing the paper to clerical staff for entering into OASIS. 

• Shifting responsibilities informally in reaction to internal or external pressures. 
• Informal relationships developed between individuals and functions at local and State 

offices to move procedure faster. 
• Shifting responsibilities across multiple individuals to the exclusion of consideration for 

impact on the client, failing to realize that for each visit the client has to make to the 
office, the office has increased the workload by however many times the client visits. 

• Shifting responsibility to lower levels of government failing to recognize that overall this 
increases the cost of meeting that responsibility organization-wide by a factor of 120.  

• Eliminating positions that are critical to the effective functioning of downstream operations 
without replacing with tools and methods that can produce the same outcome or results 

4.4.3.2. Integral Processes/Functions 
During the As Is analysis, BPR Team members identified the integral processes or functions 
that must receive consideration during reengineering.  Integral processes are defined as 
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those, which directly support or contribute the desired outcome of the business process.  For 
any given business process in the As Is environment there are specific integral processes:  

• Policy – In human services, activities and staff are ultimately bound by policy.   
 
In the current environment, this integral process offers many challenges.  The condition of 
policy in guiding day-to-day customer service across the benefits and programs impedes 
carrying out the mission.  Up-to-date policy manuals, easily searchable policy updates, 
documented policy interpretation, and ease in obtaining policy decisions all impact the 
efficacy of this integral function.  

• Training – Those who must apply policy correctly are dependent on training efficacy. 
 
While there is a formal training program, there are significant gaps in curriculum that is the 
function of a private contractor.  Although State program staff and a steering committee are 
charged with the review and approval of curricula, local staff reports that they must develop, 
maintain and deliver supplemental training to ensure that critical program information is 
imparted to those who are expected to apply policy correctly.  Gaps formerly filled by out-
stationed program consultants are now left to the localities to address. 

• Compliance functions – Appeals, Quality Assurance, Fraud, and Reporting are the 
integral functions that must provide information for proactive and preventative 
management, thereby assuring that policy is applied correctly and that the organization’s 
mission is being met. 

 
With the exception of case-specific feedback to make case corrections and institute claims or 
identify errors, the feedback loop necessary for two way communication that supports 
preventative and proactive adjustment is lacking. 

• Local Procedure – Local procedure is the glue that ties responsibilities together so that 
individuals have the knowledge they need to carry out their assignments as the 
organization expects. 

 
There are 120 separate sets of local procedure, steeped in traditional ways of doing things, 
including forms, signatures, approvals, perceptions of confidentiality, local stovepipes, local 
perceptions of the client, and a strong sense of independence. 

• Human Resources – State and local operations are dependent upon HR for continually 
assuring that classes, compensation, hiring and retention mechanisms are sufficient to 
have the right people with the right skills in properly defined jobs at pay that is also 
sufficiently competitive for the area. 

 
Human Resources capability to meet this expectation requires coordination between local 
agencies, local personnel functions, local Boards, VDSS HR, VDSS budget office, and State 
Board.  Protracted timelines (stated at three to six months) for recruitment and hiring by local 
agencies leave gaps in staffing.  The majority of classifications were established in 1984, and 
there is no routine (such as every two years) for re-review.  Compensation adjustments to 
reimbursement levels are statewide without regard for the job marketplace in respective local 
areas. 
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The above sub-section is not an exhaustive discussion of integral processes and functions, 
rather it is intended to give the reader an understanding of what happens when integral 
functions and processes do not function at the highest level, and why it impacts overall 
organizational quality.  
 
Depending on the program-driven business process in the As Is environment, other integral 
functions or processes could be reviewed for level of functioning using the same 
methodology.  Their failure to function well would have an adverse impact on VSSS services 
and programs.  Other processes often identified as integral (depending on program or 
business process) include: 

• Providers 
• Medical 
• Foster Care 
• Child Care 
• Law enforcement  
• School administration 
• Medical facilities 
• Vendors 

4.4.3.3. Peripheral Processes/Functions 
Peripheral processes/functions are defined as those which are performed within or external 
to the organization that are important stakeholders to the process, but that are not directly 
related to producing the desired outcome.  As stakeholders, they are dependent upon the 
outcome delivered by VSSS, and the quality of the VSSS outcome defines how well the 
stakeholder can produce their own expected outcome.  Examples of peripheral processes or 
functions, depending upon program or process, are extensive and may include: 

• Commonwealth Attorney 
• Courts 
• School administration 
• Medical facilities 
• Vendors 
 
One entity that is integral to one business process may be peripheral to another.  
Understanding the relationship is important in understanding the impact of performance on 
social services partners. 

4.4.3.4. General Services   
Forms and equipment acquisition, storage and distribution arose as an issue from both the 
state and locality perspective.  Performance issues identified were: 

• Inability of localities to acquire commonly used forms in a timely manner requiring 
localities to incur additional printing expenses. 

• The cost of printing and storage of forms. 
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• Online forms are provided in PDF format necessitating that they be printed and manually 
completed.  There are 367 forms posted by Family Services, Child Care and 
Development, Finance, Human Resources, and Child Support that are in a fillable format 
(MS Word or Excel).  These divisions had 87 PDF only documents posted.  Some of the 
PDF only forms belong to other state agencies such as DOA, Dept. of Criminal Justices, 
etc.  Access to the online warehouse of forms is designated to the appropriate program 
division.  Some divisions do not review the site and make the necessary changes to the 
forms in a timely manner. 

• Other factors regarding forms that are outside the control of OGS include lag time from 
the issuance of low stock notices and the time divisions take to return their order to OGS, 
and policy changes that require changes to the forms and cause delays in replacing 
forms for a specific program.    

• State contracts for the acquisition of equipment provided to the localities does not take 
into account burdens of costs associated with the products that are passed on to the 
localities (i.e. replacement printer cartridges for printers). 

• Inability of localities to obtain necessary equipment from the state in a timely manner (i.e. 
an example was provided of a locality waiting on a printer for over six months, which 
appears to be an unusual occurrence, but adds to the perception of lengthy wait times for 
equipment). 

• The mail courier service was identified as being utilized for mail that could be sent via the 
U.S. Postal Services resulting in an escalation of costs approaching a quarter of a million 
dollars per year. 

• Lack of a central location for forms.  Forms are available from a variety of sources.  

4.5. TRAINING 
A successful training and development program is one that promotes and supports employee 
and organizational growth, development and empowerment by providing high-quality learning 
programs, resources and services.  The current training and development programs have not 
met the needs of staff at all levels throughout the VSSS organization.  
   
Throughout state and local staff interviews, a consistently noted issue/barrier within the 
VSSS was a lack of adequate training.  This issue was highlighted in almost every interview 
conducted by the BPR team.  The inadequacy of training ranged from a complete lack of 
formal training within some business functions to a lack of consistency in other standardized 
training programs.  Continuing education programs were not found to exist within any 
program area. 
 
No standardized, system-wide formal training program was found to exist for any job position 
in the VSSS.  Training programs were found to be a combination of locally developed and 
administered training in combination with VISSTA training.  Locally housed training staffs 
were noted only in large localities.  The quality and access to training varied according to 
each individual locality.  This disparity was noted as an inherent inequality based on the 
available resources of the locality.  It was noted that with tight budget constraints, local 
training budgets are severely depleted.  Available training monies are moved to other direct 
service lines as funds within those lines are depleted.  
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Training occurs when there is a new hire, a mandatory program change or new wide-
sweeping policy is rolled out or when there is a request or need identified.  The goal of the 
training is mostly oriented around knowledge transfer, skills and abilities through teaching 
policy and procedure.  In many cases, available formal training programs are given a lower 
priority in lieu of workload demands.  It was noted that in some cases, policy/standard 
procedure dictates that available training programs begin no sooner than 6 months post-hire.  
Currently within most programs, newly hired employees begin case/social work in the 
absence of any formal training. 
 
Formal program and system training is outsourced to a branch of Virginia Commonwealth 
University (VCU), known as VISSTA, through a long-term contract.  The training curriculum 
materials include outlines, videos and exercises.  Employees are provided with a training 
calendar where they can choose the training; policy changes, local, state and federal 
requirements, new technology or specific requests.  VISSTA training had been attended by 
most of the employees interviewed.  With few exceptions, staff did not report their VISSTA 
training as a positive learning experience.  Issues noted were a lack of “real world” 
experience by instructors, difficulty in obtaining required training in a timely manner, training 
content which was too broad in focus and an inability to obtain specialized training.   
 
Attendees are provided with manuals, handouts, desk tools, testing routines, videos and 
DVDs, power point instructions, online training modules, guidelines, forms, and self-paced 
and teleconference formats.  The State also maintains a Learning Management System, 
STARS, for other learning opportunities.  
 
The employees also have some opportunities for training in some peripheral processes.  
These are limited in-services and advice from outside contractors that include education in 
the areas of animal control, police relations, domestic violence programs, fire department 
assistance and schools.  There are also professional conferences, community colleges, 
hospitals, universities, private providers and community resources including court services 
and attorneys that provide beneficial information.  Training is also provided by the various 
cities and counties in areas of specialization that these municipalities require.  
 
No cross-program training was noted for most localities.  Typically, eligibility workers are not 
trained on basic overview, concepts and programmatic knowledge of social programs.  
Eligibility workers are classified as mandatory reporters but may not be provided with any 
training in the detection of abuse.  Likewise, social workers may not be provided with 
overview, concepts and programmatic knowledge of the eligibility programs.  Referrals to 
eligibility programs are widely used within the social work environment but little or no training 
is provided to ensure a thorough understanding of available programs within the VSSS 
system.   
 
For training that is provided through the formal training program, there are cost drivers that 
have been identified as having a financial impact.  They include cost of materials, travel 
expenses (trainer and employees), employee time away from the job, web servers, 
contractors, equipment, upgrades, software, videos, DVD/CDs, licensing, postage, rental and 
salaries (trainer, employees and ATC). 
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The impact of training is not limited to the hours of class work.  Additional impacts include 
tasks associated with certification, training evaluation, follow-up with the trainer, “on the job 
training,” application of policies and concepts in the real world after training, revisions to 
training materials and accommodations for training.   
 
The trainees have also identified areas of redundancy within the training courses or 
materials.  These include redundancies in the train the trainer materials, in copying, some of 
the same topics covered in multiple courses, costs of training and cancelled classes requiring 
re-registration.  
 
There are programs and services for which no training exists.  For instance, clerical and 
financial staff reported no formal training.  And, for those where training does exist, it was 
observed that there is no formal ongoing benefits or services worker training or refresher 
training geared to the specific policy/systems skills that are needed by a journey-level 
employee. 
 
Of particular impact on VSSS’ initiative to deliver quality customer services is the observation 
that trainers may use this “forum” to impart personal negative opinion about VSSS clientele 
and its programs.  Such philosophies imparted in a training environment can create a stigma 
about the work the new hire has engaged in, to creating a climate in the work setting where 
those philosophies are acted on as though they are acceptable. 

4.6. POLICY IMPLEMENTATION  
There are many reasons that government agencies find themselves dealing with inefficient 
processes.  One reason is the speed at which policy shifts, another is conflicting public and 
staff expectations, and last is systems that do not readily support either different approaches 
to doing business or accept the technological changes necessary to cope with the speed at 
which policy shifts. 
 
Both state and federal policy changes are often mandated with very tight implementation 
timeframes, sometimes even requiring retroactive implementation without the time to 
properly institute the most efficient business methodologies or systems changes to support 
implementation.  Agencies often find themselves scrambling to determine a quick and simple 
way to get new policy in place.  While trends to eliminate entitlement programs have given 
states much latitude in determining policy, the fact is that time limits and innovative 
avoidance policies (meaning that the new policy is either administered within old processes 
or with layers of new administration [both people and procedure]), results in corrupted 
processes that get the job done, but are administratively cumbersome and carry cost not 
anticipated during policy promulgation. 
 
The number as well as the complexity of policy changes in a given year may vary due to 
Federal, State, and Departmental mandates and options, which may be made available to 
localities.  Recently, the most significant policy changes have been due to 2002 Farm Bill 
and PRWORA, which was given a six-month extension in March of 2005.  
 
Resources to support policy change have impacted several critical policy performance areas: 

• Methods of disseminating policy that is easily searchable beyond its immediate 
broadcast. 
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• Policy manual updates. 
• Policy implementation with system readiness to discourage convoluted organizational 

structures, job assignments and paper-based processes. 
• Program implementation with system readiness to discourage convoluted organizational 

structures, job assignments and paper-based processes. 
• Policy training for managers, supervisors and staff that is just in time and designed to 

support the mission, not the process. 
• Methods of disseminating policy that is readily understandable by clients. 
• Procedures based on policy that are transparent to clients. 

4.6.1. Policy Alignment 
VSSS policy staff has made a concentrated effort to align policy among benefits programs.  
Although this effort has served to simplify multiple program requirements, many opportunities 
exist to further align policy and streamline the process across program lines.  The 2002 Farm 
Bill in combination with PRWORA, gave states a great deal of authority in aligning policy to 
support a simplified eligibility process.   
 
There exist a number of opportunities that remain untapped by the VSSS to further align 
policies across programs and simplify the eligibility process.  In spite of efforts to simplify and 
align policy, VSSS continues to maintain separate and individual policy manuals, rather than 
integrated manuals that can address the same topic, thereby supporting integration of 
programs and systems. 

4.6.2. Policy Development  
The development and dissemination of policy affects all aspects of the VSSS.  Across the 
spectrum of Social Services systems within the United States, effective policy development 
and dissemination is the most difficult process to implement.  Due to the influence of many 
outside factors effecting policy development, it is critical to establish an effective process by 
which to develop and disseminate new and changing policy.   
 
Although current processes exist which are geared toward the solicitation and inclusion of a 
wide variety of input in the development process, time constraints and the primary job-
function workload demands of participants prevent the processes from serving their intended 
outcomes.  The dissemination of new and changed policy is noted as being “last minute” 
without allowing for an appropriate learning/re-learning curve prior to implementation.  This 
places the VSSS at greater risk for the misapplication of policy resulting in an increased risk 
of federal sanctions. 

4.6.3. Policy Dissemination 
The traditional response to the integration of new policy has been to develop new processes 
and systems.  The result is a fragmented system that is difficult and costly to maintain.  
Achieving successful policy integration requires sustained efforts to ensure policy integration 
is maintained over time across all programs and levels of staff.   
 
Changes in policy are not deployed in conjunction with the supporting IT changes in place.  It 
was noted that many times, “workarounds” must be formulated in order to “trick” the system 
to apply the new policy.  Some become standard operating procedure, long term.  This 
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results in increased case processing demands and potential delays in the client’s receipt of 
benefits.  Roles and responsibilities have not been identified for monitoring the 
implementation of a sustainable development agenda, and this process must be 
mainstreamed into the regular policy process.  
 
Noted throughout the interview process was dissatisfaction with the current teaming 
approach for policy interpretations.  Staff noted difficulty in obtaining such policy support and 
calls were frequently answered by a policy analyst whose expertise was outside of the 
caller’s program area.   
 
The use of broadcasts has increased as noted in the interview process.  The current general 
perception is that the issuance of broadcasts now facilitates what might have been 
considered general communications before the broadcast was available.  It was noted that it 
is often difficult to identify important issues needing immediate local attention.  

4.6.4.  State Policy Manual 
As identified throughout the interview process, updates to both manual and online versions of 
policy manuals have not kept pace with policy implementations.  Frequent interpretations are 
required by state policy analysts.  Interviewees identified a distrust of program manuals. 
 
Through both observation and interviews, it was noted that the layout of both the online and 
paper version of policy manuals detract from the end-users ability to readily and easily find 
and apply policy.  The verbiage of the manuals is legalese and difficult to understand.  
Separate manuals for each individual program are maintained creating multiple redundancies 
in both development and maintenance.  In most programs, policy manuals are available 
online but paper versions and updates continue to be produced also as desired for individual 
use.   

4.7. SIMILARITIES/DISSIMILARITIES BETWEEN SITES 
Generally, overall operations are very similar amongst sites visited without regard to size, 
location or special initiatives.  Program administration is managed as independent stovepipes 
in the majority of localities, and information is not readily or easily shared between these 
stovepipes.  In addition, it was identified by workers who where shadowed and confirmed by 
the BPR team that limited knowledge of how VSSS programs link with other community 
providers, within and outside of VSSS, leads to limited referrals for a client’s complete need.  
Due to the lack of systemic communication methodologies between the program stovepipes, 
clients are expected to communicate with and provide information (including each individual 
change in circumstances) to each area of program service delivery.  Other similarities include 
observations of the following: 

• Use of State systems for initial screening (though the list of systems screened, the 
method of screening, and assigned responsibility is not consistent across the State).  

• Business philosophies on providing quality service to clients (though the term, quality, is 
defined at each locality). 

• Some form of intake (although the procedure and assigned responsibility is dissimilar). 
 

There are important dissimilarities based on local culture, perceptions, tradition, as well as 
desire to improve quality and performance.  
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• Permission for walk-ins to receive “while you wait” services. 
• Initial screening process, particularly with respect to who performs this (clerk vs. worker). 
• Telephone call rollover capabilities. 
• Use of different case file management and accounting software – in addition to State 

systems. 
• Intake approach.  
• Generic vs. specialized workers. 
• Level of intake coverage. 
• Level of and approach to case documentation varies from office to office with regards to 

individual programs. 
• Expectations for educational levels of professional employees. 
• Expectations for educational levels of technical employees. 
• Expectations for using systems optimally. 
• Use of forms and paper. 
• Number of forms produced and number of signatures required (client, staff, supervisors, 

etc.). 
• Level of supervisory review. 
• Methods of supervisory review. 
• Tenure of staff. 
• Background in social services at the Director level. 

Processes, in general, have been highly customized to fit each local agency’s wishes, which 
cause a high degree of inconsistency across the State.  This is not to say that there are not 
advantages to local administration as services are customized to meet the need of 
communities.  It does, however, indicate why baseline operational costs and performance 
baselines may vary widely across localities. 

4.7.1. Best Practices 
There are best practices, when compared against industry benchmarks, in place in local 
agencies that were observed by the BPR Team during site visits.  The practices described 
below are not institutionalized across the enterprise but function well where they have been 
implemented.  These have been documented as part of the As Is analysis, and will be given 
consideration in design of the To Be business model.  These can be characterized in general 
as follows: 

• Client-centric credo throughout the local agency’s operations. 
• Commitment to training in and optimum utilization of existing systems.  
• Co-location/teaming of appropriate classes of staff to facilitate carrying out the mission. 
• Standards for case records across programs and services.  
• Expectations for staff shadowing or cross-training to enhance availability of resources 

with a working knowledge of the local agency’s operations. 
• Electronic sharing of pertinent case-related information.  
• Established performance timelines. 
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• Utilization of decision support tools 

4.8. REDUNDANCY AND DUPLICATION 
The BPR Project team identified several opportunities to eliminate redundancy and 
duplication, most without development of new systems.  As the BPR Team completed the As 
Is Analysis, they documented the following.  These areas are of particular concern as they 
contribute substantially to costs hidden within the current business model.   

• Duplicative work performed in parallel, in systems and on paper. 
• Copying and retention of paper that has primarily point-in-time significance. 
• Handwritten work completed at the worker level, and handed off to clerical staff for key 

entry. 
• Lack of training in systems at the State level, leading to requirements for localities to 

produce duplicative information on paper, in varying formats to meet programmatic 
wishes, albeit having entered the information in a State system. 

• Compliance information, such as Quality Assurance findings, is not widely distributed to 
all localities allowing adjustments in operations. 

• System functionality that is not widely known or trained, leading to development by 
localities of paper processes to fill the perceived void. 

• System functionality not implemented that resulted in repetitive paper and error-prone 
processes statewide. 

• Whole programs that are carried out manually, in the absence of automated support. 
• Reconstruction of paper-based case records lost in transit between localities and State 

compliance office, or between localities when clients move. 
• Physical copies of client information in each program’s case files. 
• Dissimilar case numbering formats across programs. 
• Photocopying system screens to file in the physical case folder. 
• State and local staff having the ability to decide that handling information in the paper 

environment, because it is “easier” rather than using systems to their full capability. 
 
The table in Appendix D, discussing Redundancy and Duplication, demonstrates the types of 
hidden costs in day-to-day operations by process, program and/or function.  These are some 
of the areas identified for attention during the To Be analysis phase.  Appendix D is not 
intended to be exhaustive, but rather provide a single source from which to draw conclusions 
about hidden costs and opportunities for improvement. 

4.9. CUSTOMER RESEARCH 
Ongoing customer surveys are not a formal, established procedure in the As Is business 
model.  As a component of the VSSS Strategic Plan, two pilot surveys were recently 
completed involving a sample of local agencies; one assessing the quality of service from the 
Local Department of Social Services to the citizen client; and, the other from the State 
Department of Social Services to the Local Agency.  Results were aggregated.  Overall local 
agency satisfaction with State performance averaged approximately 60%.  Citizen client 
satisfaction with local agency performance averaged approximately 80%. 
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It should be noted that these survey questions generally measured satisfaction.  They did not 
seek specific information that could measure performance.  For example: 

• How many people did you have to talk to at the State before your question on policy was 
answered? 

• How long has a system problem in X been on the problem log?  What is the performance 
impact on your agency?  Which program is most impacted? 

• How many visits did you have to make to the local agency before your service was 
delivered? 

• What is your preference for receiving payments?  EFT__ EBT __Paper Check __ 
 
Without these types of data, satisfaction surveys provide less valuable detail to support 
decision-making about how to meet organizational performance targets. 
 
Independently, some localities conduct surveys, which are a product of their own design and 
execution schedule.  These surveys and timelines of distribution are created by the locality 
thus they are unique to that area of Virginia in which they are conducted.  They provide 
information needed locally, but are not able to contribute to information needed globally 
across the enterprise. 
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5. INFORMATION SUPPORT SYSTEMS 
This section is structured to provide a broad discussion of the current IT environment and 
infrastructure.  The section lists and describes the Information Systems in use and the 
technologies they employ.  It also examines standards, support, and tools used to develop, 
deploy, and operate the various systems.  Information systems are characterized with 
respect to the level of automation they provide in support of the business processes, the 
state-of-the-art technologies employed, and limitations imposed due to the IT environment.  
This section ends with a listing of the current IT initiatives underway within the VSSS. 

5.1. THE IT ENVIRONMENT 
The Virginia Social Services System (VSSS) includes approximately 69 automated systems.  
A complete listing of the VDSS systems is provided in Appendix I, including those previously 
standalone systems that are being or have been integrated into the primary program 
applications such as ADAPT.  These systems include many managed by the Virginia 
Department of Social Services (VDSS) and some that are implemented and managed by 
local agencies.  Information Technology support is provided by the VDSS Division of 
Information Systems (DIS), the Virginia Information Technology Agency (VITA), and by IT 
staff at the local agency level.  VITA provides overall IT support for common services and 
products, including operation of data centers that host VSSS software applications and the 
wide area network infrastructure that provides connectivity across the state.  DIS provides 
program specific support, including information systems development, maintenance, and 
operation.  Local Agency IT staffs provide support for the IT infrastructure and systems that 
have been implemented locally and sometimes act as a liaison between the social workers 
and the state help desk. 
 
DIS provides dedicated information systems support, and includes approximately 180 
personnel.  Both Full Time Staff (FTS) and contractors comprise the organizational staffing.  
Additionally, DIS funds 53 VITA technical staff members who were previously managed 
organizationally within DIS, but now are managed by VITA.  The breakout of DIS staff is 
shown in the table below: 
 

FTS Contract 
Employees 

VITA Staff 

111 69 53 
 

5.1.1. VSSS Systems and Business Applications 
The follow systems support significant aspects of the business process within VSSS.  
Additional systems that play a lesser role or are supporting in nature are listed at the end of 
this section.  Detailed information on each of these systems is provided in Appendix I. 
 
Application Purpose Technology 
Automated 
Appeals Tracking 
System (AATS) 

Tracks appeals by citizens who disagree with 
benefit determinations. The system is used by 
the Appeals and Fair Hearings Divisions 
within the home office. 

• MAPPER Database 
• MAPPER Application 
• UNISYS Mainframe 
• Attachmate Terminal 

Emulation Client 



 

  As Is Findings 

 
VSSS BPR Project 45 

Application Purpose Technology 
Application Benefit 
Delivery 
Automation Project 
(ADAPT) 

Used by all the local agencies to track 
applications for TANF, Food Stamps, and 
Medicaid Families and Children programs.  
New or existing cases are established, 
detailed application information is tracked, 
eligibility is determined, and benefits 
authorized. 

• MAPPER Database 
• MAPPER Application 
• UNISYS and FUJITSU 

Mainframes 
• Attachmate Terminal 

Emulation Client 
• COBOL scripting and 

reporting 
Application Benefit 
Delivery 
Automation Project 
- Electronic 
Benefits Transfer 
(ADAPT-EBT) 

Food Stamps EBT portion of ADAPT • See ADAPT Technologies 

Automated 
Program to Enforce 
Child Support 
(APECS) 

Supports Virginia's Child Support 
Enforcement Program.  The system handles 
both case management and financial 
processing. 

• IBM z/OS Mainframe 
• IMS Database (legacy) 
• DB2 Database (migrating 

to DB2) 
• COBOL for scripting and 

reporting 
• TELON 4GL Case Tool 
• WebSphere (portions) 
• Attachmate Terminal 

Emulation Client 
Adoption Reports 
and Resource 
Information System 
(ARRIS) 

Application used exclusively by the Home 
Office staff to track information for all Adoption 
cases in Virginia, Adoption Resource 
Exchange of VA (ARE VA) child and family 
registrations, and as a case management 
system for Interstate Compact Placement of 
Children cases. 

• Fujitsu Mainframe 
• Fat Client (PowerBuilder) 
• Oracle Database 

Budget Request 
System (BRS) 

Allows staff in the Local Agencies to request 
changes to their local budget in an online, 
real-time environment.  Program Managers at 
the Home Office use the system to approve or 
reject requests. 

• Fujitsu Mainframe 
• Oracle Database 
• Web front-end 

Criminal Records 
Check System 
(CRC) 

Interfaces with the Virginia State Police, FBI, 
and courts jurisdiction throughout the U.S. to 
perform criminal background checks for 
potential employees, volunteers, and service 
providers in children’s residential facilities. 

• Unisys Mainframe 
• Mapper Database 
• Attachmate Terminal 

Emulation Client 

Comprehensive 
Services Act (CSA) 

Provides data collection and reporting to 
ensure funding for services for children in 
foster care and for services to children at risk 
of entering foster care.  Reports on CSA data 
sets are provided by an online application to 
enter child specific case information. 

• Data Warehouse 
• Web Front-end 
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Application Purpose Technology 
Data Warehouse The data warehouse is an automated system 

that allows multiple sources of data to be 
accessed and queried.  Data from the 
following sources is included: ADAPT 
applications, ADAPT cases, Limited ADAPT 
client data, High Performance Bonus (HPB), 
VITA phone bills for VDSS, Comprehensive 
Services Act (CSA) from all Virginia localities, 
TALON, IEVS, DSS Human Resource and 
Payroll data for VDSS employees, Data, 
Medicaid Recipient (from DMAS), ADAPT 
clients full featured data mart (planned).  Data 
from additional systems will be added in the 
future.  The Department plans to move much 
of its reporting and decision-support activities 
to the warehouse. 

• Oracle Database 
• Cognos query and 

visualization tools 
• PL/SQL queries 
• Oracle utilities 

Disaster System Maintains data and uses the check writing 
system to issue checks.  This system 
eliminated the unique DMS database that was 
used solely for the check writing process. 

• Unisys Mainframe 
• MAPPER database 
• Attachmate Terminal 

Emulation Client 
Energy Assistance 
Program (EAP) 

The system is made up of 3 separate 
components (FUEL, COOLING, and CRISIS) 
that can be run independently of one another.  
The system is closely aligned with ADAPT 
since many of the customers are the same. 
Interfaces to DMS for check writing. 

• MAPPER Database 
• COBOL programs 
• Unisys Mainframe 

Employment 
Services Program 
Automated System 
(ESPAS) 

Designed to support VIIEW participation 
tracking and reporting.  Considered the 
service supplement for TANF recipients 
participating in the VIEW program.  Case 
management tool to document assigned 
activities, employment, and to document 
follow up on participation.  Accessed through 
ADAPT, it also has a major connection to 
ADAPT.   

• Fujitsu Mainframe 
• Oracle Database 
• MAPPER Front-end 

Financial 
Accounting and 
Analysis System 
(FAAS) 

FAAS is the Department’s system of record 
for all financial manners. Performs 
Purchasing, Accounts Payable and General 
Ledger functions.  Interfaces with the 
Department of Accounts CARS 
(Commonwealth Accounting and Reporting 
System) and the Department of General 
Services eVA system to accomplish these 
tasks. 

• Oracle Database 
• Fujitsu Mainframe 
• Oracle Government 

Financials front-end 

Fraud Database 
Tracking System 
(FDTS) 

The system was designed to support local 
fraud workers in their charge to document, 
manage, report, and maintain information 
about cases of suspected and founded fraud, 
involving receipt of public assistance benefits.  
FDTS replaced both FARS and Fraud Free. 

• Oracle Database 
• Fujitsu Mainframe 
• Cold Fusion Web 

Application 
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Application Purpose Technology 
Federal Reporting This system prepares federal financial reports.  

It is heavily dependent on ADAPT, VACIS, 
ESPAS, and Child Care Data.  Any decision 
on VACIS is highly tied to this system.  

• Oracle database 
• DMS Application 
• MAPPER Application 
• PL/SQL queries 
• Fujitsu Mainframe. 

Food Stamp 
Application 
Tracking System 
(FS APPTRK) 

Provides agencies with the ability to correctly 
track the timeliness of Food Stamp distribution 
and benefits delivery. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 
Food Stamp Claims 
Tracking (FSCT) 

The entire network of local social services 
agencies uses this system to record claims 
filed against clients by the food stamp units in 
local agencies as a result of the overpayment 
of food stamp benefits due to the 
misrepresentation of facts by a client. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

High Performance 
Bonus (HPB) 

Extracts data from ADAPT, VACIS, and 
ESPAS and stores it in the Data Warehouse.  
This is a high profile system since it can 
generate significant funding for the state. 

• Fujitsu Mainframe 
• Oracle Database 
• Oracle Application 

Human Resource 
Management 
Application 
Tracking 
(HRMTRK) 

An automated position/applicant tracking 
system. This system captures the following 
data:  
- Position Information 
- Applicant Information 
- Certificate Information 
- Employment Information 
- EEO data 

• Unisys Mainframe 
• MAPPER Database 
• COBOL applications 
• Attachmate Terminal 

Emulation Client 

Interim Child Care 
(ICC) 

(Formerly IDC - Interim Child Care) Tracks 
case and client payment data for the purposes 
of matching local payments against requests 
entered into LASER.  This is a poorly 
designed MAPPER system that is far from 
“interim”.  It is currently being changed with 
several enhancements and corrections. 
Timely data entry is a problem for other 
systems depending on this data. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

Income Eligibility 
Verification System 
(IEVS) 

Function has been moved into ADAPT.  
Shares information with First Health 
mainframe. Pulls income information for 
Medicaid ONLY clients currently in ADAPT 
(primarily social security information), and 
uses that information to verify Income through 
the IRS.  New Hire reports are the main 
visible output. Also shows duplicate 
information, if a client has a case in more that 
one state. 

• See ADAPT 

Welfare Job Queue 
(Job Queue) 

Function has been moved into ADAPT.  
ADAPT feeds to ESPAS all TANF eligible 
clients that have been approved and must 
participate or want to volunteer in VIEW. 

• See ADAPT 
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Application Purpose Technology 
Local Automated 
System for 
Expenditure 
Reimbursements 
(LASER) 

Local agencies enter expenditure data in 
LASER. Federal, state and local funding 
shares are computed for reimbursable 
expenditures and refunds to local agencies 
are generated.  

• Fujitsu Mainframe 
• Oracle Database 
• Oracle Government 

Financials General Ledger 

Local Employee 
Tracking System 
(LETS) 

LETS is a human resource management 
system that is used by the local departments 
of social services to key classification, 
compensation, position, employee and 
transaction information for the purpose of 
tracking and maintaining human resource 
data and producing state and local 
management reports. The data in LETS is 
used by VDSS for a variety of purposes. 

• Fujitsu Mainframe 
• Oracle Database 
• Web and Oracle HR Front- 

end 

Medical 
Application 
Tracking (Med 
APPTRK) 

Supports the tracking of Medicaid applications 
and is used extensively by local agency 
workers.  The Med PEND application 
interfaces with this system so any changes to 
this system impact Med PEND. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

Medicaid Pending 
Application System 
(MEDPEND) 

Used by local agencies to record and monitor 
Medicaid application processing.  It is not 
used by all local agencies.  Most large 
agencies do not use it. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 
MENU This is front-end menu that simplifies 

accessing VACIS family services screens. 
• See VACIS 

Multiple Systems 
Inquiry and 
Multiple Systems 
Update (MSI/MSU) 

Function has been moved into ADAPT.  
Benefits inquiry and update system used to 
update a number of programs such as 
ADAPT, VAMMIS. 

• See ADAPT 

Online Automated 
Services 
Information System 
(OASIS) 

OASIS is the statewide-automated case 
management information system of the 
Division of Service Programs. It supports 
service delivery to the Adoption, Foster Care 
and Child Protective Services programs. Used 
for complete case entry and some agencies 
use this for Ongoing services as well.  Also 
provides federal statistical reporting. 

• Fujitsu Mainframe 
• Oracle Database 
• Power Builder Front-end 

(Fat Client) 

Online Eligibility 
Screening 

Screening tool that allows the general public 
to perform preliminary screening for several 
benefit services.  The tool requests basic 
information and evaluates it against fixed 
rules and a preliminary analysis is provided as 
feedback.  The client is referred to the closest 
local agency for further assistance 

• Dell Server 
• Oracle Database 
• Web Front-end (IBM 

WebSphere) 

Public Assistance 
Application 
Tracking System 
(PA APPTRACK) 

90% of the system resides in the ADAPT 
application.  Tracks applications from pending 
to disposition for timeliness.  Also generates 
reports. 

• See ADAPT 

Public Assistance 
Reporting 
Information System 
(PARIS) 

Function has been moved into ADAPT.  
Matches results (twice a year) between 
several different states.  Identifies duplicate 
payments made in more than one state for 
TANF, Food Stamps and Medicaid. 

• See ADAPT 
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Application Purpose Technology 
Personnel Data 
System (PDS) 

This system receives and merges the data 
from the State Payroll system and the State’s 
Personnel system to produce reports for the 
VDSS Division of Human Resource 
Management and the Division of Financial 
Management. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

Food Stamp 
Quality Assurance 
(Q5i) 

Provides an automated database to submit 
Food Stamp Quality Assurance findings to 
USDA.  It creates state and local error rate 
analysis and allows for ad hoc reporting. Used 
solely by the Home Office. 

• Vendor supplied and 
supported client/server 
software 

• Dell Microsoft Servers 
•  MS SQL database. 

Quality Assurance 
(QA) 

(Formerly QC - Quality Control) The QA 
system randomly selects case files and sends 
them to a state supervisor for assignment to 
QA workers who perform the audits. The 
supervisor can also update QA with the 
completion dates for the audits.  Q5i was 
supposed to replace this system, however 
further review determined that it is still 
needed, and will be for some time. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

Research and 
Reporting 25 
(RandR25) 

Provides monthly statistical report of Public 
Assistance cases - relatively old system that 
still provides useful and in some cases the 
only, statistical information for TANF, TANF-
UP, AFDC-FC, General Relief (GR) and State 
Local Hospitalization (SLH). Localities use the 
report in varying ways.  Local Agencies enter 
summary counts, the report is processed for 
the state, and each locality is sent a copy of 
the report that pertains to that locality. It 
serves as a data entry mechanism for 
collecting data on case counts for programs 
not supported by an automated system at 
Home Office and data from VACIS and 
ADAPT that are not supported by Home 
Office systems. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

Random Moment 
Sampling (RMS) 

Purpose is to supply information to the VDSS 
Division of Finance to assist in the cost 
allocation process. Also used to support Title 
IV-E penetration rate that impacts the draw of 
federal dollars. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

State Data 
Exchange (SDX) 

Used to inquire about Supplemental Security 
Income (SSI) from SSA/SSI (through ADAPT).  
ADAPT queries SDX to verify receipt of Social 
Security Benefits by applicants applying for 
benefits through ADAPT.  Only updated 
monthly, so SVES has a higher priority for 
use. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 
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Application Purpose Technology 
Service Request 
Tracking System 
(SR Tracking) 

Service Requests are submitted and tracked 
through their lifecycle using this system. 
Consists of an automated Service Request 
Form, a Service Request Table, and a Web-
view of the Service Request Table. Used by 
the business unit for project authorization and 
follow-up. 

• Microsoft Excel for forms 
and tables 

• Web front-end for views 
and downloading of forms 

Social Services 
Commonwealth 
Accounting 
Reporting System 
(SSCARS) 

Used by the Division of Finance for daily 
processing. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

State Verification 
and Exchange 
System (SVES) 

Local departments of Social Services, other 
state agencies, and Quality Control and 
Support Enforcement use information from 
this system to determine eligibility for public 
assistance – an overnight printout is provided 
to verify Social Security Number, Social 
Security and SSI benefits, and also prisoner 
requests. 

• IBM z/OS Mainframe 
• IMS Database (legacy) 
• Attachmate Terminal 

Emulation Client 

TIP User Menu 
System (TUMS) 

This is a menu system for most Unisys 
Mainframe applications, tailored for each 
individual based on authorizations made by 
their security officer. It automatically signs the 
user on to the selected system and 
automatically starts that system’s main menu 
program if applicable.  Used mainly by 
eligibility staff as well as service staff to 
access VACIS. 

• Unisys Mainframe 
• MAPPER Database 
• Attachmate Terminal 

Emulation Client 

 Virginia Client 
Information System 
(VACIS) 

Provides a connection for ADAPT for payment 
history, check writing, and other payment 
functions for TANF. These functions are 
generally batch jobs. VACIS also queries from 
history for cases worked prior to ADAPT.  
Supports ALL TANF payment processing as 
well as federal reporting requirements (FNS-
46, FNS256). Also supports the service 
Programs not converted into OASIS. (Child 
Care and Adult Services being the largest 
users.)  

• Unisys Mainframe 
• DMS Database 
• Attachmate Terminal 

Emulation Client 

Virginia Newcomer 
Information System 
(VNIS) 

The Virginia Newcomer Information System is 
a comprehensive automated case tracking 
system maintained by ONS. VNIS tracks 
client data for use in federal reporting. VNIS is 
the data source for Virginia’s federal statistical 
reporting on the number of refugees served 
and the type and number of services 
provided. 

• Fujitsu Mainframe 
• Oracle Database 
• MS Access Database 
• MS Access front-end 

Welfare to Work 
(WtW) 

Intended to be a local case management 
system that builds the information required to 
automatically produce a participant report due 
to the U.S. Department of Labor on a 
quarterly basis. 

• Fujitsu Mainframe 
• Oracle Database 
• MS Access Database 
• MS Access front-end 
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5.1.1.1. Additional Systems Supporting Social Service Functions 
The following systems also provide supporting functionality for the VSSS and are addressed 
in Appendix I. 
 
• 501-Interfaces (501) • Adoption and Foster Care Analysis and 

Reporting System (AFCARS) 
• Atlantic Electric Power (AEP) • Background Investigation System (BIS) 
• Customer Service Reporting Menu 

(CIRMNU) 
• Child Residential Facilities 

Application/System (CRF) 
• Child Support Enforcement Payment Entry 

(CSE Payment Entry) 
• Child Support Enforcement Web 

Application (CSE Web Application) 
• DMS Check Writing • Electronic Benefits Transfer Reports 

(EBT Reports) 
• Division of Licensing Programs Help and 

Information (DOLPHIN) 
• Executive Logging system (EXECLOG) 

• Fiscal Management Accounts Receivable 
(Fiscal Mgmt AR) 

• Form 801 

• Hospital Accounting System (Hospital 
Accounting System) 

• Hospital Tracking (Hospital Tracking) 

• Local Agency Reimbursement System 
(LANCER) 

• Licensing 

• Neighborhood Assistance Provide System 
(NAPS) 

• PathLore Learning Management 
System (PathLore LMS) 

• Production Library Update Menu System 
(PLUMS) 

• Quality Assurance Letters (QA Letters) 

• Service Fee Directory • Support Enforcement Archival Inquiry 
(SUPE) 

• TALON • Treasury Offset Program (TOP) 
• VA Care Givers  

5.1.1.2. Additional Internal State IT Systems 
Several systems provide supporting infrastructure functionality for VDSS.  These systems 
are listed below and are discussed in greater detail in Appendix I. 
 
• E-mail • Shared Calendar Application (ICal) 
• MAGIC Total Service Desk 

(MAGIC) 
• Lightweight Directory Access Protocol (Open 

Directory/LDAP) 
• Project 2003 and Project Server • Virginia Information Technology Agency CPU 

Billing System (VITA CPU Billing System) 

5.1.1.3. Local Agency Systems 
Local agencies have implemented several systems to address perceived and actual gaps in 
functionality provided by statewide applications, or as needed to support local requirements.  
Additionally, local agencies frequently have their own IT infrastructure. 
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• Harmony Information Systems – this is a suite of information solutions that provide: 

1. Electronic records and case management. 
2. Financial Management. 
3. Billing. 
4. Eligibility and Claims Processing. 

 
Local agencies typically implement select modules from Harmony to provide targeted 
functionality, often to support the CSA program.  The software is a client/server 
application that is hosted locally.  Harmony Information Systems, Inc. is headquartered in 
Reston, VA. 

 
Website:  www.harmonyis.com  

 
• EZFiler – Beginning as an electronic records management system, EZFiler has 

expanded to include: 

1. Document imaging, storage, and indexing. 
2. Electronics forms management. 
3. Multiple system access through a single system logon using screen-scraper 

technology. 
4. Case Management. 

 
EZFiler has been implemented in approximately 30 local agencies.  The software is a 
client server application that is hosted locally using a MS SQL database.  The company 
has plans to enhance the application to provide additional connectivity to statewide 
systems and to make the application web-based. 

 
• Thomas Brothers – developed to model local agency manual processes, the Thomas 

Brothers software program, called SOCIAL, contains three main modules: 

1. Administrative 
2. Assistance 
3. Purchase of Services 

 
The software supports accounting and fiscal processes by printing checks, warrant 
registers, historical reports, and statistical reports.  The SOCIAL program has been 
implemented in over 80 local agencies. 

 
Website:  www.thomasbrothers.net  

 
• Parker Systems – designed by a local agency IT employee, this system provides 

accounting and fiscal functions for Child Care.  The system includes the ability to 
generate and print invoices, purchase of services orders, and service agreements with 
the providers.   
 

• Local Agency Infrastructure – local agencies frequently provide additional IT 
infrastructure components to supplement state-provided equipment.  These additional 
items include: 

http://www.harmonyis.com/
http://www.thomasbrothers.net/
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1. Personal Computers (workstations) for the workers – as available through the local 

city and/or county IT departments 
2. Networks – provide connectivity to local city/county intranets, and in some cases, 

provide the primary connection to the Internet. 
3. Peripheral Equipment – printers, scanners, faxes, etc.  Frequently provided to 

improve efficiency of local processes or to support unique requirements. 
4. Servers – to host infrastructure services like e-mail, and to provide a platform for 

locally implemented information systems. 
 

Local agencies have access to VITA statewide purchasing vehicles for procurement of 
additional equipment.  However, some agencies have opted to purchase equipment 
independently, citing better pricing or specific brand desires as the reason. 

5.1.1.4. Development Environment 
DSS has implemented a Project Development Lifecycle Methodology (PDLM) to standardize 
project management practices and improve the quality implementation of service requests.  
While the specific technologies used for system development vary between VDSS programs, 
the PDLM has added significant value and has refocused the development on the business 
managers. New development is very focused, employing several technology standards for 
design, development, and testing.   
 
VDSS employs several separate and distinct instances of the various systems to provide 
dedicated development and testing environments.  These include separate database 
instances, partitions on the mainframes and servers, and a separate lab with client PCs 
where testing and proof of concept activities can be performed.  Although a single 
development environment is not feasible given the large number of diverse technologies 
currently in use for deployed systems, VDSS has selected a suite of standards to facilitate 
the building and testing of new and re-architected applications. 
 
Specific developmental technologies in use are discussed below: 

• Database Systems 
1. MAPPER – this legacy database system is used extensively throughout existing 

VSSS systems.  Provided by Unisys, MAPPER is structured differently than most 
modern Relational Database Management Systems (RDBMS), and is not relational in 
nature.  The database is a “Row and Columns” style database which when used in 
conjunction with MAPPER application development tools, allow for rapid retrieval of 
large amounts of information.  The latest release of MAPPER includes interfaces to 
RDBMS using standard database access tools, like ODBC – Open Database 
Connectivity.  Support for MAPPER is still active.  MAPPER databases run on the 
Unisys Host A mainframe at VITA and on the Fujitsu mainframe, also hosted at VITA.  
Several instances of the database are supported for the purpose of development, 
testing, and operations. 

2. DMS – another legacy database system that is hierarchical and specific to the Unisys 
mainframe environment.  Only a few systems remain on DMS.  Because the DMS 
database is hierarchical and specific to the Unisys mainframe environment, it is not a 
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simple task to move either the database structure or the data itself to a standard 
RDBMS. 

3. Oracle – Arguably the industry standard for enterprise database applications, Oracle 
provides a wealth of features and is a modern RDBMS.  The agency has adopted 
Oracle as the standard for future database development projects.  Oracle databases 
can be quite large, and include tools to scale across multiple servers/mainframes.  
Oracle is currently hosted on Fujitsu mainframe located at VITA. 

4. Microsoft Access – used within VSSS local and statewide systems for small, targeted 
applications.  Access does not scale well, and has limitations that make it unsuitable 
for most enterprise applications.  MS Access is not a DIS approved long-term 
database technology and staff is not trained in the support for MS Access 
applications. 

5. IMS – another legacy transactional and hierarchal database that organizes 
information in different structures to optimize storage and retrieval, and ensure 
integrity and recovery.  IMS is provided by IBM, is difficult to use, and is not relational.  
Support for IMS is still active.  IMS runs on the IBM z/OS mainframe located at VITA.  
Only a few systems remain on IMS, and are in the process of migration to more 
modern RDBMS systems. 

6. DB2  - IBM’s premier RDBMS system.  DB2 rivals Oracle in its capabilities and 
functionality.  DB2 is also supported by a wealth of development tools, and has been 
used recently as a destination platform for the migration of legacy IMS databases.  
Only a few VSSS systems are currently using DB2.  DB2 databases are hosted on 
the IBM z/OS mainframe located at VITA. 

 
• Client and Server Applications (business logic) 

1. MAPPER – in addition to the database functionality, Unisys also offers a suite of tools 
for developing applications based on a MAPPER database.  MAPPER applications 
are also used extensively throughout VSSS systems. 

2. COBOL – a powerful language for certain applications, COBOL stands for Common 
Business Oriented Language.  The COBOL programming language has existed since 
1959, although more recent versions have appeared to make the language more 
usable and friendly, as well as adding object-oriented features.  COBOL is used 
extensively within VSSS systems for scripting, reporting, and application 
development. 

3. PowerBuilder – a Fourth Generation Language (4GL), it provides a modern 
development environment for web, client/server, and desktop applications.  
PowerBuilder is provided by Sybase, and is used primarily for the development of 
OASIS. 

4. Oracle – Oracle offers a full suite of development tools and off-the-shelf software for 
just about every type of application.  Oracle applications are optimized to work in an 
Oracle database environment.  VSSS systems use Oracle extensively, particularly for 
new development. 

5. Direct Connect – a file sharing utility used by VSSS to pass files to external agencies 
and companies.  The software is provided by NeoModus. 

6. Attachmate – A Terminal Server Client program that provides access to mainframe 
applications from a user’s PC.  Used extensively throughout VSSS to access all of the 
mainframe applications. 
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7. WebSphere – a full suite of tools to develop and field Web-based applications.  
WebSphere is one of the leading providers of application server software and 
development tools, and is provided by IBM.  Currently, only a few VSSS applications 
are built using WebSphere, however it has been selected as a standard for all future 
web application development within VDSS. 

• Software Design 
A large number of tools are in place to support legacy applications and new development.  
The list below includes a subset of these that are more focused on the tools that will be 
used as the organization moves forward. 
1. CAST – this company has a range of software development and design tools, 

including one called SQL-Builder that aids developers in diagramming databases.  
VDSS is using this specific tool. 

2. RoboHelp – provides a robust set of utilities for developing online help features and 
documentation, however it is currently only used in a few select programs. 

3. PVCS, CVS, ClearCase, and Subersion – provide source code management for 
VDSS programs.  A single tool is not used across the enterprise.  Additionally, some 
custom tools have been developed in-house to manage source code for some 
mainframe applications. 

4. TOAD (Tool for Oracle Application Development) – makes database and application 
development faster and easier and simplifies day-to-day administration tasks for 
database developers, application developers, DBAs and business analysts. 

5. Rational – provides a robust and highly functional suite of tools for application 
development and testing.  The Rational tools VDSS has selected provide 
requirements gathering and management, business process modeling, application 
architecture modeling, automated and manual testing management, defect tracking, 
change management, configuration management, and source code control. 

• Testing 
1. Methodology – no single test methodology is in place across the enterprise.  A variety 

of methods, tools, and procedures are in place, with many manual processes. 
2. Tools – a variety of tools are used depending on the specific program needs.  Where 

common technologies such as MAPPER are used, the programs use these common 
tools.  In general, testing is a largely manual process, with Microsoft Office 
applications providing most documentation and tracking.  Very few automated testing 
tools are in use, although the agency is moving toward automation with the 
implementation of Rational and other tools for new development based on the latest 
standards. 

5.1.2. Level and Type of Support for End-Users 
End-user support is provided by VITA, DIS, Local IT staff, business unit program offices, and 
in some cases online assistance.  The roles these entities provide are: 

VITA – Provides IT help desk services, network troubleshooting, and overall support for the 
infrastructure elements of the information systems.  VITA supports both the local agencies 
and the State home office. 
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DIS – provides help desk services for the VDSS supported applications for the end-users, 
including home office staff that uses the systems. 

Local IT Staff – for those agencies who have access to these resources, they provide 
support for locally implemented systems and infrastructure components, as well as frequently 
providing liaison between the local agency workers and DIS/VITA help desk personnel when 
there are problems. 

Program Offices – serve as experts in system usage for non-IT related questions and 
problems.  They also provide a conduit for system change requests received from the end-
users and local agencies. 

Online Assistance – the MAGIC help desk application provides self-service facilities and a 
searchable knowledge base for users to independently research questions and provide self-
help.  Users can also submit service requests using the SR Tracking system. 
 
Overall, the level of IT support provided to the end-users appears to be meeting the user’s 
needs.  The biggest complaint heard from the local agencies was related to general 
computer skills training.  Most users felt like additional training in this area would be helpful. 

5.1.3. IT Standards and Guidelines 
Due to the nature of VSSS operations – locally administered, centrally managed – there is a 
large variance in how information systems are employed throughout the system.  While 
VDSS continues to focus on establishing development standards within the agency, the large 
number and diversity of technologies in use has limited its impact.  Many stovepipe systems 
are in use with little interaction between them and few true system interfaces.  Information is 
shared primarily through file transfers, hard copy documentation, and the re-keying of data. 
 
The standards that have been selected are discussed further in the sections later in this 
document.  VITA has also established an extensive list of standards related to the Enterprise 
Technical Architecture.  VITA’s Enterprise Architecture (EA) plan includes: 

• Applications  
• Database  
• Information  
• Middleware  
• Network  
• Platform  
• Security  
• Systems Management 
 
It should be noted that VITA EA guidelines, policies and procedures are forward looking in 
nature, and do not represent the current state of affairs within the VSSS, nor the effort or 
activities needed to achieve the desired EA. 

5.1.4. Level of Support for the Current Business Process 
Within the VSSS, a significant amount of manual activity is required to deliver social services.  
In particular, the workflow process is driven largely by the movement of paper case files and 
forms between workers, supervisors, and local agencies.  Local agencies also store 
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significant volumes of paper in the form of active and archived case records, often requiring 
both dedicated storage rooms and space within the worker’s office.  Due to programmatic 
regulations and policies, inactive case files must be stored for up to 5 years before they can 
be purged.   
 
For the local agencies who have implemented EZFiler, the amount of paper seems to be 
less; however, the agencies still store and route a significant volume.  In no case has an 
agency achieved a true paperless environment. 
 
The level of automation for the current business process varies widely between each process 
and sub-process.  In general, most have at least some portion that requires manual activity.  
Although a detailed study was not performed to classify work-hours based on automated vs. 
manual activity, Appendix I details the particular processes and sub-processes, and which 
activities are manual in nature.  The following table provides a summary view of the 
processes and their unique sub-processes, with common sub-processes listed at the end.  
For each sub-process, the general level of automation is shown. 
 
Process Sub-process Level of Automation 

A. Perform Creation – Indexing No Automation 
B. Manage Active Files No Automation 
C. Manage Case Transfers No Automation 

1) Records Preservation 

D. Manage Closed Files - Retention No Automation 
A. Perform Intake Partial Automation 
B. Perform Issuance and Reconciliation Partial Automation 

2) Deliver TANF Benefits 

C. Perform Case Management Partial Automation 
A. Perform Intake Partial Automation 
B. Perform Case Management Partial Automation 
C. Coordinate / Provide Supportive 

Services 
No Automation 

D. Job Development No Automation 

3) Deliver VIEW Services 

E. Develop Supportive Services No Automation 
A. Perform Outreach Partial Automation 
B. Perform Intake Partial Automation 
C. Issue EBT  Partial Automation 
D. Expedite Food Stamp Issuance and 

Reconciliation 
Partial Automation 

4) Deliver Food Stamp 
Benefits 

E. Perform Case Management Partial Automation 
A. Perform Intake No Automation 
B. Perform Case Management No Automation 

5) Deliver FSET (Food 
Stamp Employment and 
Training) C. Coordinate/Provide Supportive 

Services 
No Automation 

A. Perform Intake Partial Automation 
B. Perform Case Management  Partial Automation 
C. Perform Purchase of Services Partial Automation 

6) Deliver General Relief 
Benefits 

D. Perform Issuance and Reconciliation Partial Automation 
7) Deliver Energy 

Assistance Benefits 
A. Perform Outreach/Intake/Case 

Management 
Partial Automation 

A. Perform Outreach Partial Automation 
B. Perform Intake Partial Automation 

8) Deliver Medicaid 
Benefits 

C. Perform Case Management Partial Automation 
9) Deliver Other State A. Perform Outreach Partial Automation 
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Process Sub-process Level of Automation 
B. Perform Intake Partial Automation Medical Services 
C. Transfer of Responsibility Partial Automation 
A. Perform Outreach No Automation 
B. Perform Intake Partial Automation 
C. Perform Purchase of Services No Automation 

10) Deliver State and Local 
Hospitalization Services 

D. Perform Case Management Partial Automation 
A. Perform Intake No Automation 
B. Perform Case Management Partial Automation 

11) Manage Auxiliary Grants 

C. Issue Payments No Automation 
A. Perform Intake Partial Automation 
B. Perform Case Management Partial Automation 

12) Deliver Child Care 
Services and Assistance 

C. Purchase of Services Partial Automation 
A. Perform Intake Partial Automation 
B. Perform Family Assessment Partial Automation 
C. Perform Investigation Partial Automation 
D. Respond to/Initiate Court Proceedings Partial Automation 

13) Deliver Child Protective 
Services 

E. Purchase of Services Partial Automation 
A. Perform Intake Partial Automation 
B. Perform Case Management  Partial Automation 

14) Deliver Child and Family 
Services 

C. Perform Purchase of Services Partial Automation 
A. Perform Intake Partial Automation 
B. Perform Case Management Partial Automation 

15) Deliver Foster Care 
Benefits 

C. Perform Purchase of Services No Automation 
A. Perform Intake Partial Automation 
B. Perform Case Management Partial Automation 
C. Perform Purchase of Services Partial Automation 

--------- Adoption Process ---------- 
D. Register Child for Adoption Fully Automated 
E. Perform Adopt Case Management Partial Automation 

16) Deliver Foster Care 
Services 

F. Purchase Services Partial Automation 
A. Perform Home Study Partial Automation 17) Deliver Adoption 

Services B. Perform Case Management No Automation 
A. Perform Intake No Automation 
B. Perform Case Management No Automation 

18) Deliver Adult Services 

C. Perform Purchase of Services Partial Automation 
A. Perform Intake Partial Automation 
B. Perform Investigation (court orders) Partial Automation 
C. Perform Case Management (court 

orders) 
No Automation 

19) Deliver Adult Protective 
Services 

D. Perform Purchase of Services Partial Automation 
A. Perform Intake Partial Automation 
B. Perform Case Management Partial Automation 

20) Deliver Refugee Services 

C. Perform Issuance and Reconciliation Partial Automation 
A. Perform Intake/Case Management No Automation 
B. Perform Issuance and Benefit Services Partial Automation 

21) Deliver Repatriation 
Benefits 

C. Administer reporting, accounting, and 
reimbursement 

No Automation 

A. Perform QM Self-Assessment No Automation 
B. Perform QM Reporting Partial Automation 
C. Perform QM Monitoring Partial Automation 

22) Deliver Quality 
Management Evaluation 

D. Perform QM Onsite Reviews Partial Automation 
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Process Sub-process Level of Automation 
 E. Perform QM Review Committee 

Activities 
No Automation 

A. Perform Customer Contact Partial Automation 
B. Perform Fiscal Activities Partial Automation 
C. Perform Claims (Over-Underpay) Partial Automation 
D. Administer Appeals Partial Automation 
E. Administer Fraud Investigation Partial Automation 
F. Perform Training Partial Automation 
G. Perform Forms and Brochure 

Management 
No Automation 

H. Manage Policy Partial Automation 
I. Perform Statistical Reporting Partial Automation 
J. Perform Grants Management Partial Automation 
K. Perform Financial Accounting Partial Automation 

23) Common Sub-Processes 
 

L. Administer Quality Assurance Partial Automation 
 
Overall, the systems and supporting infrastructure were reliable in delivering their services.  
There were isolated connectivity problems identified, but most were associated with network 
instability due to recent upgrades and enhancements.  Specific reliability issues identified 
were: 

• Lengthy time to implement policy changes in the system – changes were often 
implemented after the effective date of the policy change 

• Inadequate testing leading to performance problems when a change is implemented 
• No automated statewide system to “push” system changes – users often had to request 

updates on a user-by-user basis, resulting in heterogeneous capabilities within and 
between local agencies. 

• Several small systems are hosted at VDSS rather than VITA’s dedicated hosting 
environment.  However, a cohesive plan for disaster recovery and business continuity 
was recently implemented.  This effort was driven by a Disaster Recovery Test 
conducted jointly between VDSS VITA.  This testing validated the existence of a secure, 
stable and recoverable environment for each of the 39 primary systems for which Small 
Business Systems either provides primary or secondary support.  

5.1.5. State-of-the-Art 
While VDSS has implemented development standards that are in keeping with the state of 
the art employed in the commercial sector, these standards are relatively new and do not 
reflect the vast majority of systems currently in place.  Overall, the technology currently in 
use within the VSSS is dated and difficult to maintain.  While several projects have 
successfully implemented newer technology, resource and budget constraints have affected 
the agency’s ability to implement widespread improvements.  The following paragraphs 
outline the status for significant technology areas: 

• Database Systems – the mainstay of VSSS database applications is MAPPER.  Although 
this system still has active support from UNISYS, it is a dated database, and not widely 
implemented in industry.  It also limits future enhancements and improvements.  Other 
legacy databases are also in use, although not to the same level as MAPPER. 

• Application Architecture – Industry emphasis in recent times has focused on developing 
applications with separate database, business logic, and presentation layers.  The 
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majority of VSSS systems have not taken this step in their development.  This is largely 
due to the database in use, and the lack of support for user access though clients other 
than a Terminal Emulation Client on mainframe applications. 

• Application Environment – there is no single development environment in use across the 
enterprise.  The sheer number of technologies in use has been a major impediment in 
moving toward this goal.  In particular, enterprise-wide tools such as source code 
management, automated testing, and rapid application development tools cannot be 
standardized on a single set of utilities.  This requires additional personnel to support the 
various technologies in place and the largely manual development process, particularly 
for legacy systems. 

• Project Management – VDSS has established Microsoft Project as the standard for 
project management.  Although training and process are still lagging the establishment of 
the standard, this standard moves the VSSS toward a widely accepted industry standard. 

• Enterprise Applications – VDSS has not implemented modern enterprise applications for 
Inventory Management, Customer Relationship Management, or Financial Management 
statewide.  However, it should be noted that Oracle Financials and Oracle HR are in use 
at the state level and within several local agencies.  The unique nature of the social 
services environment and the cost and time associated with their implementation were 
the reasons stated for not implementing these tools enterprise-wide. 

• Network – the VSSS network is a modern, high-speed, and reliable facility.  The use of a 
Network Operation Center (NOC); modern firewalls, routers, and switches; and leading 
telecommunications providers all contribute to the solid support the VSSS Intranet 
provides.  The only issue noted in this area was with the variance between local agency 
networks, how they were used, and their connection to the VSSS backbone.  For 
example, some local agency networks employed a firewall between the VSSS backbone 
and the local network, while others did not. 

• Training and Skill Sets – due to the legacy technologies in use throughout the VSSS, skill 
sets within VDSS and the local agencies are lagging the commercial industry.  A 
significant training effort will be required as new technologies are implemented. 

5.1.6. Maintenance and Backlogs 
VDSS has established the Information Technology Investment Management (ITIM) process 
to support successful planning, program management, project management, and change 
and risk management for IT related activities.  As part of ITIM, group structures have been 
established using Steering Committees.  Although application maintenance is provided by 
DIS, the process is collaborative in nature using the Steering Committees.  Requests for 
change are submitted using the Magic Help Desk application and the Service Request 
Tracking system.  Requests are then reviewed at several levels, including the applicable 
steering committee and the responsible Program Manager, where they are prioritized and 
planned for program updates. 

5.1.6.1. Maintenance Overview 
Maintenance of VSSS applications tends to focus on implementing the frequent and large 
number of policy changes generated by the state and federal program offices.  User requests 
for enhancements and fixes tend to receive a lower priority due to resource constraints at 
DIS.  Programs that provided dedicated funding for technical and business analyst resources 
within DIS are more successful in achieving the desired level of enhancements and support. 
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Several local agency personnel and some state personnel noted that the level of defects – 
i.e., “bugs” – present when program updates are released is too high.  Reasons cited for 
these occurrences included: 

• Lack of sufficient business analysts who understand the program policies and 
regulations. 

• Lack of dedicated test environments. 
• Pressures to meet programmatic deadlines associated with policy changes. 
• Few automated test tools, particularly with respect to the legacy systems using old 

technology. 
 
In general, users did not seem overly dissatisfied with the level of support provided for 
maintenance of existing applications.  Their dissatisfaction was more focused on the aging 
technology in use, the lack of interfaces between systems, and the inability to improve their 
business processes given current system functionality and limitations. 

5.1.6.2. Specific Application Maintenance 
Systems that received specific comments during interviews and local agency visits are 
detailed below.  Additionally, general comments that applied to more than one system are 
provided at the end of this section. 
 
In this section, each significant state-supported application within VSSS is listed along with 
program specifics related to FTEs assigned to the project, and other project specific 
parameters, such as the number of active cases and users.  Any comments received during 
interviews are provided following the tabular listing for the program.  It should be noted that 
these comments are shown “as-provided” by the users interviewed, and have not been 
validated by a detailed analysis of the applicable systems.  
 

ADAPT 
FTEs 

Assigned 
Active 
Cases 

Users Monthly 
Hours 

Assigned 

Average 
Daily 

Transactions
18 180,720 8,008 3,121 2,000,000 

 
Specific User comments: 

• Because ADAPT has not been modified to support the most recent policy, some screens 
in ADAPT require instituted workarounds, i.e., in the case of FAMIS –information on the 
parents is not required, but ADAPT requires information for them.  This wastes worker 
time working around the system. 

• Issues with ADAPT reporting system – the tickler system overwhelms the user with 
alerts, making critical alerts difficult to spot (for example, with pending cases). 

• No tracking system for overpayments in TANF and no posting capabilities in UNISYS for 
recoupment cases. 

• Too many screens in ADAPT. 
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OASIS 
FTEs 

Assigned 
Active 
Cases 

Users Monthly 
Hours 

Assigned 

Average 
Daily 

Transactions
34.5 55,545 2,600 6,062 No Data 

 
 
Specific User comments: 

• Frustration about OASIS and the repetitive nature of the data entry, the waste of valuable 
time this involves. 

 
APECS 

FTEs 
Assigned 

Active 
Cases 

Users Monthly 
Hours 

Assigned 

Average 
Daily 

Transactions
35.25 381,600 1200 6105 1,100,000 

 
Specific User comments: 

• None 
 
General Comments Applicable to Multiple Systems or an Overall Business Unit 

• State-mandated regulations include collection of photos, video, and audio on physical 
media.  This necessitates physical storage of these media for up to 18 years along with 
written documentation in folders.  Opportunities exist to consolidate this information in 
digitized media. 

• Eligibility programs need to be synchronized with requirements, reporting, and eligibility 
periods.  Cases have to be revisited two to four times in a short period of time because 
program standards are different.  Every time a worker touches a case, it costs money. 

• Put TANF on EBT or similar system. 
• Computer literacy is generally lacking. 
• Use outside vendor to set up automation (key functions and training) for other programs 

similar to what was done for EBT.  EBT worked well because client training was done by 
CITIBANK, then additional client training done by local offices. 

• Many questioned the value of having overlapping information in multiple systems, such 
as VACIS, ADAPT and OASIS.    

• Cannot track who entered data and when it was entered on the State systems that 
impedes management.  

• Updated systems that will talk to each other and exchange current data are needed. 
• Information and tools should be made available online. 
• FAMIS program is cumbersome and poorly managed stretched between two eligibility 

entities. 
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5.1.7. Performance Bottlenecks 
No significant bottlenecks to performance were identified; however, several specific 
comments were received during the interview process: 

• A local agency experienced issues recently with network connectivity due to a router 
upgrade.  This causes significant problems for the workers using ADAPT and OASIS as 
work in progress is lost, and must be re-keyed after connectivity is reestablished. 

• Workflow is impeded by the large number of screens in systems like ADAPT.  Often, the 
same information must be re-entered multiple times in the various systems that are used.  
The screen layout and architecture does not lend itself to the way agencies would like to 
do business. 

• After entering data into LASER, there appears to be a lengthy time delay (several days, 
up to a week) for the data to appear back in the system for Local Agency use. 

• Reporting is limited to pre-defined reports, which often do not support local agency 
needs.  Reports must be generated manually and distributed using paper copies. 

• Due to the large number of dependencies on external systems, ADAPT processing can 
slow down significantly, or the workflow can actually stop when these systems are 
experiencing problems. 

5.1.8. Significant System Interfaces 
Overall, VSSS systems share little information between the supported programs.  For 
example, ADAPT and OASIS are not connected, although they share a significant number of 
common data elements.  In particular, demographic information, verification information, and 
report data are generally not shared between systems.  Also missing are the interfaces 
between systems to trigger events or actions based on outcomes in one system and services 
offered in another.  This leads to a largely manual workflow process whereby users are 
required to hop from system to system many times to accomplish their daily tasks. When 
information is shared with other systems, it is usually accomplished using paper reports, re-
keying of information, or file transfers using FTP or other file transport mechanisms. 
 
These problems are also apparent at the local agency level, where locally implemented 
systems tend to be standalone, requiring further re-keying of information or manual transfers. 
 
The significant physical and logical interfaces between VSSS systems are shown in the 
following diagram: 
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FUJITSU

ORACLE Applications

ESPAS
FAAS

Fraud FREE
High Performance Bonus

LASER
LETS
NAPS
OASIS

DIT Billing (ORACLE)

MAPPER/ADAPT Applications

ADAPT Archive
ADAPT EDBC

ADAPT Reception Log
High Perf. Bonus (rpt)

QC Letters

MAPPER/Other

BIS
CRF

EXECLOG
SSAMS (read only)

VNIS

Data Warehouse

IBM Mainframe

APECS
SVES

Housed at VITA CO

UNISYS IX 7802

HOST A

AATS
APCO
CIR MNU
CRC
Disaster
Energy Assistance
Federal Reporting
FS APPTRAK
FS Claims Tracking
Hospital Reporting
HR Tracking
Interim Day Care
LANCER
Med Apptrak
MedPend
PA APPTRAK
PDS (linked to DHRM)
QC (Negative ADAPT)
QC (Positive ADAPT)
QC Letters
RR25
RMS
SAVE (Dial up to INS)
SDX
SSCARS
TOP
IVA IVD Interface

DMS Applications

DCSE Payment Entry

DMS Check Writing

Energy Assistance

VACIS (includes FC & Lic)

HOST C

ADAPT (MSI MSU)

Applications Eliminated or 
moved into ADAPT or 

APECS since 2004 include:

DIT Phone Bill
FARS
LAPS

TAPERS

Housed at VITA CO

First Health Mainframe

VAMMIS

Housed at VITA CO

Housed at Version Site in Indiana

Non Mainframe 
Applications

MAGIC
VA Caregivers

Housed on VDSS Servers

Application Architecture
(as of February 2005)
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A detailed listing of the interfaces provided by each major system is provided in the following 
table.  Only systems with external interfaces are listed.  Where the information was readily 
available, the type of interface is also shown: 
 
Application Interface Type 
AATS None N/A 

501 IV-A / IV-D Interface Daily  
501 System  Online real-time 
Energy Assistance (for MSI) Online real-time 
Energy Assistance  Annual for system startup 
High Performance Bonus Monthly 
MMIS (for MSI) Online real-time 
MMIS for Medicaid 
enrollment 

Online real-time 

APECS (for MSI) Online real-time 
ACSES (for MSI) Online real-time 
Data Warehouse TBD 
Agency Download Daily  
TALON Monthly 
Department of Defense Annual  
Department of Education  Annual 
SLH (for MSI) Online real-time 
Extract Bill McMakin Monthly 
Address extract Upon request 
FS Apptrack Daily 
IEVS Now part of ADAPT 
PA Apptrack Daily  
SDX (for MSI) Online real-time 
QC Negative Monthly  

ADAPT 

Federal Reporting Monthly  
VEC (new Hire Report)   
SSA (SDX, Bendex and 
SSN) 

 
Following are IEVS (now 
part of ADAPT) 

IRS (RES and Beers)  
AEP None N/A 

State Tax  
Supreme Court  
CPSE  Network  
Dept of Motor Vehicles  
Game and Inland Fisheries  
Virginia State Police 
(Protective Orders, 
Concealed Weapons, 
Wanted) 

 

Dominion Power  

APECS 

Virginia Employment 
Commission 
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Application Interface Type 
Virginia Department of 
Medical Assisted Services 

 

Electronic Parent Locator 
Network (Includes matches 
with financial institutions 
(FIDM)) 

 

Virginia Board of Elections  
Bureau of Vital Statistics  
Hampton Roads Shipbuilder 
Association - International 
Longshoreman Association 

 

Federal Offices of Child 
Support Enforcement 
(Includes matches with 
financial institutions (FIDM)) 

 

Virginia Department of 
Human Resources 

 

Virginia Department of 
Health Professionals 

 

Department of Corrections  
Federal Case Registry  
National Directory of New 
Hires 

 

Federal Tax Offset  
DSS Public Web Site  
DCSE Interactive Voice 
Response 

 

Suntrust Bank (EFT/EDI 
Incoming) 

 

First Union Bank (EFT/EDI 
outgoing) 

 

ADAPT-APECS Interface 
(TANF case referral, update 
and grants) 

 

Best Mailing Services  
Policy Studies Incorporated 
(New Hire) 

 

Policy Studies Incorporated 
(3rd party collections file) 

 

Payment processing (SUPE)  

 

Credit Reporting Agencies  
Department of Juvenile 
Justice 

 CRC 

Department of Education  
ADAPT  EAP 
MSI  

ESPAS ADAPT  
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Application Interface Type 
High Performance Bonus   
Federal Report  

FS APPTRK ADAPT Daily Basis 
FS Claims Tracking ADAPT  
ICC Federal Report  

IV-A  
IV-D  
Medicaid  
Supreme Court of VA  

OASIS 

Local Financial Systems  
ADAPT  
VACIS  

QA 

MEDICAID  
ADAPT  SDX 
MSI  

TOP FNS (Food and Nutrition 
Service) 

 

IVA-D  
ADAPT  
Daycare  
Licensing  

VACIS 

Foster Care  
 

5.1.9. Best Practices 
Several best practices were observed during the interviews and local agency visits.  These 
were processes or solutions that improved processing time, provided improved service to the 
clients or internal staff, or that avoided shortcomings in the existing systems and processes. 

• Several local agencies involved the local IT staff in dealing with State help desk and 
support staff.  This individual provided a single point of contact at the local agency that 
was knowledgeable about the technology and systems in use, and typically enabled 
faster solutions with less frustration on both ends.  Having “eyes-onsite” was invaluable in 
describing the problem, and identifying corrective action. 

• Several programs within VDSS were in the process of consolidating small systems and 
functions into the mainstream applications (for example, OASIS and ADAPT).  This 
provided better support for the end-users and reduced the number and complexity of 
systems that required support at the State level. 

• The state has established standards for new Web and Database development.  This will 
eventually reduce the number of required skill sets for maintenance and new 
development.  It should be noted that the benefit of this best practice will not be realized 
until the number of legacy systems requiring many diverse skills sets is reduced by 
migration or reengineering. 

• Portal access to the various legacy systems has been provided using SPIDeR.  While a 
pilot MSI program provides the only user-visible impact currently, SPIDeR provides a 
powerful capability for the developers of new and replacement systems.  It enables 
legacy systems to continue operation, avoiding significant costs and disruption to service, 
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while also providing new development a common point of access to the data and 
functionality provided by legacy systems. 

5.1.10. Operations 
IT Operations were not observed in detail.  General observations made during the interviews 
and local agency visits are included below: 

• Scheduling software is available in all locations, typically using MS Outlook.  This 
software however is not tied into information systems other than a select few local 
agency programs that have been purchased off-the-shelf. 

• None of the local agencies complained of an inordinate number of scheduled system 
down times for maintenance.  These seem to be scheduled, coordinated, and executed 
well. 

• Help Desk support is available during the normal hours of operation for the local Social 
Services offices.  NOTE:  Should the VSSS consider extended hours or 24x7 operations 
in the future the hours of IT support should also be examined?  

• Several small systems are operated on VDSS servers located outside a typical hosting 
environment.  Unlike other systems hosted at VITA within a dedicated hosting 
environment, these locally hosted systems are at risk should the facility (VDSS) suffer an 
extended power outage or disaster (fire, tornado, etc.)  Although backups are part of 
VDSS standard operating procedures, extended downtime is possible while the host 
system is rebuilt and reloaded from backup. 

5.1.11. Costs 
Information Systems (IS) costs at the state level were analyzed to determine the major cost 
drivers and allocation of resources.  Local agency IT cost information was not available, and 
is excluded from this analysis.  The analysis does include several IS cost items that are 
direct pass-through to the Program Offices and are not part of the annual DIS budget. 

5.1.11.1. Cost Drivers 
The following graph shows how IT costs break down for the FY 2005 budget items 
responsible for 95% of the budget: 
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IT Costs as a % of the Whole
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5.1.11.2. Cost Observations 
When observed at a high level, the figure below depicts IT costs broken into four broad 
categories: 

Personnel Related – Salaries, wages, and related costs; training of personnel; services that 
are largely supplemental personnel. 
 
VITA Services – Procurement of services directly from VITA to support the business.  
Includes items such as mainframe processing/maintenance and application support. 
 
Non-VITA Services – Procurement of services in support of the business.  Includes items 
such as hardware maintenance, telecommunications, freight, and system integration. 
 
Capital Equipment – Direct purchase, leasing, and rental of equipment (computer hardware 
and software, office equipment, etc.) 
 
Miscellaneous – Other procurement that did not fall into the above categories.  Includes 
travel and items such as membership dues, periodicals, and incidentals. 
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Broad Cost Categories
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During interviews with state staff and local agencies, the following items were observed as 
driving overall costs or having an impact on the expenditures made: 

• Personnel costs (FTS and contract employees) are the second largest cost item, 
however, across the board, every agency and state employee interviewed cited over-
burdening of employees as a significant problem.  These facts point out the significant 
potential for improvement that can be realized through any timesaving or efficiency 
improvement efforts. 

• Frequently, IT expenditures were not viewed with true Total Cost of Ownership (TCO) in 
mind.  Often business priorities drive the results of TCO analyses, causing expenditures 
to be analyzed purely for non-recurring, up-front costs, and for how they fit within the 
existing budget.  In some cases, TCO was considered, however other indirect costs such 
as personnel efficiency improvements and opportunity costs were not included in the 
analysis. 

• The significant number of systems along with their diverse and often redundant 
technologies were major contributors to time and resource constraints, particularly in the 
areas of: 
o Training 
o Maintenance 
o Testing 
These items made transitioning to newer technologies difficult. 

• Cost Efficiencies of moving to VITA supplied IT personal services have not yet been 
realized.  The same number of personnel is required, plus there is a 5.52% management 
fee added after the move (going to 8% in FY-06).  In particular, VITA services drive the 
budget total.  The mainframe processing components of these services are the top two 
budget items in terms of cost. 
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• Local agency IT costs are a significant contributor to the true total IT costs across the 
state.  Local agencies frequently purchase IT infrastructure equipment – PCs, Networking 
equipment, peripherals, and software – to supplement the hardware and software 
provided by the state. 

5.1.12. Current IT Initiatives 
The VSSS has implemented several IT initiatives to improve service to the staff, workers, 
and the clients.  These initiatives are currently in progress or have recently completed. 

• DIS has focused on migrating small and miscellaneous systems/functions into ADAPT 
and OASIS.  This improves system usability and simplifies maintenance of the 
applications. 

• The APECS program is migrating APECS to DB2 – this effort will reduce the agency’s 
dependency on the legacy IMS database, simplify ongoing support and maintenance, 
and enable easier enhancements in the future.  VDSS staff felt that a migration between 
two IBM databases would be simpler than going to Oracle.  

• SPIDeR – the SPIDeR project currently focuses on two goals:  1) to provide a data portal 
for access to the various legacy VDSS systems/databases, enabling a better 
environment for future system enhancements and migrations, and 2) Providing a pilot 
MSI application to showcase the data portal’s utility.  SPIDeR provides a technologically 
sound foundation to enable controlled and rapid development in support of these goals. 

• Data Warehouse – VDSS is moving toward automatic consolidation of data from a variety 
of systems into a single repository for data mining and reporting.  The Data Warehouse is 
built upon a modern platform (Oracle RDBMS with a Web front-end) and supports 
numerous business program objectives.  As the program expands to include additional 
systems, and as access to the Data Warehouse is expanded, it will provide a powerful 
reporting and analysis tool for managers and staff. 

• Redesign of OASIS to become SACWIS compliant – the OASIS project has targeted the 
end of CY 2007 for full SACWIS compliance.  This is an effort that will absorb significant 
resources, both personnel and budgetary, within DIS.  A major redesign of the current 
OASIS system will be required to achieve this goal. 

• Standardization of Project Management using Microsoft Project ™ - DIS has established 
MS Project as their tool of choice for planning and managing their projects.  Additional 
training is required and processes need to be developed on the tool’s use and how it fits 
into the overall business process.  Regardless, this is a significant step toward better 
management and control of the business. 

• Standardization of Database development using Oracle ™ and Web Development using 
IBM WebSphere ™ - DIS has selected these tools for the development environment 
going forward.  These industry-standard selections will greatly enhance the agency’s 
ability to develop modern, supportable applications.  Training is still an issue as the skill 
sets within DIS do not match-up well with those required for development using these 
tools.  An associated skills inventory and assessment project is underway to assist the 
agency in developing the required skill sets. 

• Simplified Sign-On (SSO) Study – DIS has established a 3-phase project to better 
understand the benefits and challenges associated with an SSO implementation across 
VSSS systems.  The three phases are:  Vision development, Feasibility Determination, 
and Detailed Analysis.  This study was an outgrowth of Goal 3 of the VDSS Strategic 
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Plan.  Phase 2 of this study was recently completed, and concluded that while there are 
clearly benefits associated with SSO, proceeding to phase 3 with the plan outlined from 
the Vision phase was not warranted.  The study recommended pursuing other initiatives, 
such as SPIDeR to meet the objectives identified in Goal 3.  

 



 

  As Is Findings 

 
VSSS BPR Project 73 

 
6. A PRELIMINARY GAP ANALYSIS - COMPARISON OF THE EXISTING 

BUSINESS MODEL WITH THE BUSINESS OBJECTIVES 
The business objectives defined through Steering Committee meetings will be applied to the 
existing state/county business model to preliminarily define at a high level the extent of the 
gap between the highly efficient organization and effective service delivery process depicted 
by that set of expectations and the existing business model.  A final gap analysis will not be 
produced until the end of the To Be Business Model design. 

6.1. THE DEPARTMENT’S BUSINESS OBJECTIVES 
During meetings by the BPR Project Steering Committee, there was discussion in direct 
response to questions posed by FDGS. 
 
Does the Virginia state and local social services delivery system provide 
optimum public service today? 
 
In spite of good people at both local and state levels who work very hard to provide the best 
public service possible, VSSS is unable to provide an optimum level of public service due to 
the constraints of traditional business methods and outdated technology tools. 
 
How does the Virginia social services delivery system see itself?  Why is 
reengineering necessary?  What are the problems? 
 
The Virginia social services delivery system (inclusive of local and state business processes) 
would like to be seen as an integrated and mutually supportive system within and across 
state and local offices.  It is desired that the Project participants view this system as a whole, 
not just either state or local, and should consider the overall quality of end-to-end service 
delivery to the consumer. 
 
This discussion reconfirmed that interfaces with both Child Support Enforcement and 
Licensing are within scope of the project and that business processes of these program 
areas are not within scope.   
 
To whom and in what way is the Virginia State and local social services 
delivery system accountable? 
 
The service delivery system is accountable for staying within the law while carrying out its 
social contract with the residents of Virginia that are served (about a third of residents).  (It 
should be noted that for Child Support cases, up to 1/3 of cases [100,000] represent out of 
state or international residents.)  
 
The elements of a social contract were discussed, including equity (fairness); making sure 
people know what they are entitled to adequacy of services relative to need and timeliness. 
 
Business objectives were established by the BPR Project Steering Committee to direct the 
activities of the BPR Team.  See Appendix J for the complete VSSS BPR Project Business 
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Objectives Report.  These business objectives provided guidance to the BPR Team as they 
reviewed the As Is business environment based on clear expectations for the future. 
  

# Business Objective 
Category 

Business Objective 

New processes must be measurable so baselines can be 
established for future improvements. 
Processes must be simple, resulting in reduced training time 
to achieve competency.  
Processes must be designed to reduce need for level of 
supervisory review in today’s processes. 
Processes must be designed to reduce staff turnover that is 
currently based on frustration with process. 

1.0 Good Business Process 
  
  

  

Redesigned process must allow establishment of skill 
requirements for consumer needs analysis. 
In all programs/services, performance must be demonstrated 
by immediate responsiveness at the first contact with the 
consumer. 
Performance measures must be recommended that are 
commensurate with the value/benefits of the service to the 
consumer. 
Targets must be set for information gathering timeframes that 
are as short as redesigned processes might allow – e.g., 
same day. 
In benefit delivery:  VSSS timeliness defined as a maximum 
of “Within 7 days of receipt of last information.” 
More desirable:  within 24 hours if all information is available.  
Family services:  timeliness is 100% in compliance with PIP, 
with the ability to exceed PIP based as feasible. 

2.0 Near Optimum 
Performance 

Payments to providers:  to meet state standards of maximum 
30 days. 
All information exchanged with the consumer in their 
language. 
One set of verifications is sufficient for delivery of any service, 
and verification is asked for only one time. 
Information is appropriately secure. 
Information is readily available to anyone with a need to 
know. 
Generally, information not required by law is not requested 
and stored; except to identify opportunities that might 
enhance service delivery to the consumer if more information 
is known during contact. 

3.0 Good Use of 
Information/Technology 

Technology should not constrain reengineering 
recommendations; and, modern enabling tools may permit 
more aggressive process redesign.   
The “collection of services” is “built” to explore a full range of 
services for the individual or family. 
Customers are left with the feeling that they have been 
evaluated for all possible services and benefits. 

4.0 Delivering Expected 
Results/Outcomes 

Customer satisfaction can be measured. 
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# Business Objective 
Category 

Business Objective 

  Ability must be provided for ongoing re-evaluation of the 
mechanisms that are supposed to lead to self-sufficiency.   
The ability must be in place to measure what works or 
doesn’t, and make early adjustments wherever needed. 
To the extent possible, costs should be net-zero in State and 
local dollars over the long-term. 
Short-term cost shifts should not constrain redesign. 
Resources can be redeployed to accomplish the 
reengineered business model. 

5.0 Effectively Managed Cost 

The ratio of administrative to services expenditures is 
improved. 
The community broadly perceives that the VSSS delivers 
excellent service. 
A greater level of support is provided by the Legislature. 
Less staff/administrative time is spent on negative 
interactions. 

6.0 Desired Public Perception 

The community believes that VSSS demonstrates 
stewardship over resources – the public believes that it is 
getting a good return on invested tax dollars.  

 
The top three business objective areas were ranked in importance: 

1. Process 
2. Performance 
3. Results/Outcomes 

6.2. COMPARISON OF BUSINESS OBJECTIVES TO CURRENT BUSINESS MODEL 
While individual offices or individual localities may demonstrate work behaviors, performance 
or outcome that closely aligns with one or more business objectives, the following is 
presented to provide a picture of the statewide operational model.   
 

Business Objective 
Category 

Business Objective As Is Business Environment 

New processes must be 
measurable so baselines can be 
established for future 
improvements. 

A baseline for performance is not 
measured against a performance 
standard based on best practices. 

Processes must be simple, 
resulting in reduced training time 
to achieve competency.  

A high level of complex, paper-
based, labor-intensive processes 
cause competency to be placed at 
one to two years of experience. 

Good Business Process 
  
  

  

Processes must be designed to 
reduce need for level of 
supervisory review in today’s 
processes. 

In many localities and in State 
functions a review of nearly 100% 
of subordinates’ work is carried 
out. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

 Processes must be designed to 
reduce staff turnover that is 
currently based on frustration 
with process. 

There is a high rate of turnover 
among newly hired employees. 

 Redesigned process must allow 
establishment of skill 
requirements for consumer 
needs analysis. 

Skill and professional requirements 
do not reflect the demands of the 
information-era combined with a 
high value on quality customer 
service. 

In all programs/services, 
performance must be 
demonstrated by immediate 
responsiveness at the first 
contact with the consumer. 

Several handoffs may be 
necessary across a variety of 
positions/job responsibilities before 
a response is available to a 
customer. 

Performance measures must be 
recommended that are 
commensurate with the 
value/benefits of the service to 
the consumer. 

In some customer contact 
situations, as many as five to 
seven office visits may be 
necessary to complete a single unit 
of service delivery. 

Targets must be set for 
information gathering 
timeframes that are as short as 
redesigned processes might 
allow – e.g., same day. 

Information gathering, largely 
manual, or automated and 
supported by manual collection 
and documentation create lengthy 
turnaround timeframes. 

In benefit delivery:  VSSS 
timeliness defined as a 
maximum of “Within 7 days of 
receipt of last information.” 
More desirable:  within 24 hours 
if all information is available.   

Approx. 40% of food stamp 
applications are granted between 
11 and 30 days, and 7% over 30 
days. 
Approx. 44% of Medicaid 
applications are granted between 
11 and 30 days, with 30% past 30 
days. 
Approx. 43% of TANF applications 
are granted between 11 and 30 
days, with 30% granted after 30 
days. 

Family services:  timeliness is 
100% in compliance with PIP, 
with the ability to exceed PIP 
based as feasible. 

Compliance with PIP, statewide, is 
too early to report 

Near Optimum 
Performance 

Payments to providers:  to meet 
state standards of maximum 30 
days. 

Payments to providers are reported 
to be, on average, approximately 
60-90 days. 

Good Use of 
Information/Technology 

All information exchanged with 
the consumer in their language. 

Translation services are used by 
most localities, but not all 
information mailed to consumers is 
in their language. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

One set of verifications is 
sufficient for delivery of any 
service, and verification is asked 
for only one time. 
Information is appropriately 
secure. 

Each program re-requests 
verification as needed to support 
their individual program 
requirements. 

 

Information is appropriately 
secure. 

Paper-based information is 
insecure; yet, perceptions of 
confidentiality conspire to restrict 
information sharing that could 
improve performance and delivery 
of services and benefits. 

Information is readily available 
to anyone with a need to know. 

Information is not shared at all 
levels of the statewide 
organization. 

Generally, information not 
required by law is not requested 
and stored; except to identify 
opportunities that might enhance 
service delivery to the consumer 
if more information is known 
during contact. 

The information needed to meet 
the mission of each individual 
provider is collected and stored by 
each program or service.  Broad-
based assessment of a family’s 
services needs is not possible in 
the current business model. 

 

Technology should not constrain 
reengineering 
recommendations; and, modern 
enabling tools may permit more 
aggressive process redesign.   

Currently, use of available 
technology is inconsistent, and 
technology in use does not afford 
modern process improvement 
tools. 

The “collection of services” is 
“built” to explore a full range of 
services for the individual or 
family. 

Singular purposed programs and 
services carry out tasks and 
activities to meet individual 
missions.  Case-based nature of 
systems and program 
administration does not lend itself 
to exploring multiple services and 
benefits. 

Customers are left with the 
feeling that they have been 
evaluated for all possible 
services and benefits. 

Customers meet with multiple 
individuals representing multiple 
programs/services and, perhaps, 
multiple levels of functionality to be 
served. 

Delivering Expected 
Results/Outcomes 

Customer satisfaction can be 
measured. 

According to the trial customer 
surveys completed recently by five 
participating local agencies, client 
satisfaction with local agencies 
was 80%; local agency satisfaction 
with VDSS was 60%. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

 Ability must be provided for 
ongoing re-evaluation of the 
mechanisms that are supposed 
to lead to self-sufficiency.   The 
ability must be in place to 
measure what works or doesn’t, 
and make early adjustments 
wherever needed. 

It is difficult to obtain real 
information that a program’s 
outcome isn’t meeting 
expectations, so that prompt 
program adjustments can be 
made.  This is true for all 
programs. 

To the extent possible, costs 
should be net-zero in State and 
local dollars over the long-term. 

The current costs of labor-
intensive, manual, paper-based 
processes that do not share 
information across the VSSS are 
not factored into Return on 
Investment (ROI). 

Short-term cost shifts should not 
constrain redesign. 

Focus on Total Cost of Investment 
without factoring in cost of current 
business processes leads to 
decisions about levels of 
automation and levels of 
automated functionality without real 
data on potential return on 
investment. 

Resources can be redeployed to 
accomplish the reengineered 
business model. 

Classes, skills, job assignments 
remain relatively static, and do not 
support rapid deployment of new 
business methods. 

Effectively Managed Cost 

The ratio of administrative to 
services expenditures is 
improved. 

The ratio of administrative dollars 
is directly related to the cost of 
labor-intensive, manual, paper-
based processes. 

The community broadly 
perceives that the VSSS 
delivers excellent service. 

Today, there are wide-ranging 
views of how VSSS delivers 
services, including the value of the 
services overall. 

A greater level of support is 
provided by the Legislature. 

The Legislature, in 2004, 
requested a Joint Legislative Audit 
of VSSS. 

Less staff/administrative time is 
spent on negative interactions. 

Some portion of direct service 
delivery staff spend a portion of 
each day interacting with 
customers, other staff and/or the 
State on negative situations.  

Desired Public Perception 

The community believes that 
VSSS demonstrates 
stewardship over resources – 
the public believes that it is 
getting a good return on 
invested tax dollars.  

The community believes that VSSS 
provides critical benefits and 
services. 

 



 

  As Is Findings 

 
VSSS BPR Project 79 

In spite of considerable expenditure for automation support for VSSS programs and services 
within the scope of this project, the statewide organization remains largely engaged in labor-
intensive, paper-based, and form-driven manual procedures.  On the benefits side, client 
service is protracted, case management is error prone due to a combination of multiple 
workers, with paper documentation and electronic data that may not match, and extended 
timelines for delivering client services.  On the services side, professional workers have 
rejected becoming “clerks,” frequently working on paper and passing information to clerical 
staff for data entry.  This is still, for all intents and purposes, a 1970s-1980s business model.  
State program staff is not well trained as systems users, causing local agencies to do dual 
work, once in the State’s electronic system and again on paper. 
 
FDGS brings its experience with other State FAMIS and SACWIS systems like those 
implemented in Virginia.  Its findings are that there were levels of functionality not 
implemented in Virginia that could derive benefit far greater than the cost of the 
implementation.  These may be implementable. 
 
Perceptions clearly focus on not enough money or resources to invest in the right automated 
tools, nor to upgrade systems, nor to provide complete training.  This has resulted in local 
agencies individually investing in technology tools, trying to fill the void.  This comes at a very 
great cost in lost opportunity statewide, including lack of standardization, lack of 
communication, and an overall lack of trust.  
 
The matrix in Appendix G demonstrates the extent of the business process stovepipes 
combined with the extent of unique and common sub-processes found within each.  The 
documentation in Appendix E on each of 23 business processes will provide the reader with 
a more in depth level of detail as to the deficiencies and inefficiencies of each program-
driven business process, as well as the opportunities for improvement across the enterprise. 

6.3. EVALUATION OF IT ENVIRONMENT AGAINST THE BUSINESS OBJECTIVES  

6.3.1. General Observations 
The following are general observations about systems deployed in the current technology 
environment. 
 
Legacy Database Management Software 

• Difficult to maintain 
• Difficult to extract data and connect to other systems 
• Extensive use of Mapper and DMS 

 
System Architecture  

• Largely terminal server-based using mainframes to host the applications 
• Working toward a database migration from Mapper to Oracle or DB2 
• Not very user friendly 
• Limits the ability to provide proper workflow management 
• Amount and type of information displayed is limited – results in many screens 
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System Development/Maintenance 

• Significant changes to system capabilities are difficult 
1. Development environment 

– No automated tools. 
– Few test suites. 
– Limited number of system testers available since they require extensive 

knowledge of policy. 
2. Developers are committed to maintenance of existing systems 

– Many systems. 
– Frequent policy changes. 
– Changes tend to ripple throughout the application due to the architecture (i.e., it is 

not multi-tier with separation of presentation, business logic, and data layers) 
3. Development is performed largely in-house, with staff augmentation from individual 

contractors providing particular skills sets 
4. Each system stands alone; maintenance must be repeated for each system 
5. Maintenance resource requirements are multiplied 

 
Development Standards 

• Are in place for VDSS, and have been implemented on several individual programs and 
systems 

• There is a PDLM process in place that standardizes the project management 
methodology for application development. 

 
System Compatibility/Interactivity 

• Many systems in use 
1. Large-Scale systems promulgates the stovepipe mentality 
2. Smaller applications tend to be focused on a particular need 
3. The number of steps required to develop, test, and field system changes is amplified 
4. Systems do not freely allow sharing of information, nor do they, in general, push or 

pull information from other systems 
 

Strategic Technology Efforts Underway 

• Modern Relational Database Management Systems 
1. Oracle and DB2 have been selected as the enterprise standards 
2. Several projects have been performed successfully 
3. Experience and expertise is in place to support future development 

• Web-based Systems 
1. IBM WebSphere has been selected as the enterprise standard 
2. New programs using WebSphere have done well 
3. Training and expertise is lacking 
4. Licensing cost for full-scale development could be an issue 
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• Data Portal 
1. SPIDeR prototype provides connectivity between various legacy databases 

– Saves cost. 
– Reduces development time. 
– Buffers new systems from changes in Legacy systems. 
– Allows new capabilities to be implemented without impact to legacy databases. 

2. No real policy dictating the use of SPIDeR for new development. 
• Project Management 

1. A project management tool for tracking, and managing development efforts has been 
procured, and is used as part of the PDLM process to plan, document, and track 
hours. 

6.3.2. Mapping of Current Technology to Business Objectives 
The following table describes how current technology meets the business objectives in 
today’s business environment.   
 
Business Objective 

Category 
Business Objective As Is Business Environment 

Good Business 
Process 
  
  

  

New processes must be 
measurable so baselines 
can be established for 
future improvements. 

No tracking mechanism is in place at either 
the local level or the state level to 
automatically measure baseline 
performance against an established 
standard for constructing such comparisons. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

Processes must be simple, 
resulting in reduced training 
time to achieve 
competency.  

Development methodologies did not track 
back system functionality to requirements 
developed by a user community, including 
assigned responsibility for decision-making 
at the right time in the process based on 
business needs and expected benefits 
rather than system resource needs or 
technical limitations.  Decision rationale is 
not documented so that an ongoing review 
of point in time decisions on functionality 
could be re-examined.  System ownership, 
technology support and stakeholder roles 
have not been sufficiently defined resulting 
in systems that did not meet user 
expectations (i.e., it is NOT owned by DIS 
staff alone.) System maintenance is not 
prioritized or driven by business-based 
leveraging of existing system investments to 
produce higher levels of productivity.  
Much of the current technology in use drives 
the present training dilemma.  Specifically, 
Terminal Services clients with mainframe 
applications require extensive training on 
both system operation and knowledge of the 
program requirements. 
Newer technology tools, such as web-based, 
have been procured, but, both training on 
and policy about applying these tools is 
lacking 

 

Processes must be 
designed to reduce need 
for level of supervisory 
review in today’s 
processes. 

Capability exists in the selected newer 
technologies to develop workflow engines, 
but training on the concept and its use is 
lacking. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

 Processes must be 
designed to reduce staff 
turnover that is currently 
based on frustration with 
process. 

Currently deployed technologies are difficult 
to use and are generally perceived to be 
unreliable – a combination of the levels of 
system functionality itself and the paper-
based culture which has not fully embraced 
the use of technology.   The combination of 
these factors particularly tends to intimidate 
and frustrate new users, many of whom may 
be computer literate. 
New employees tend to be fairly web-savvy.  
When they see ancient technologies in use, 
they are frustrated, and do not see any 
personal benefit from using old technologies. 
Current deployed technologies make it 
difficult to quickly respond to new or 
changing requirements, leading to lengthy 
deployment times, and frustrating end-users 
and state staff.  By the time the technology 
support is deployed, paper-based processes 
may already be in place, and may not be 
eliminated when system support is available.
The training process is lengthy, partially due 
to the complexity and clumsiness of existing 
applications, combined with duplicative 
paper-based, form-driven parallel 
procedures.   

 Redesigned process must 
allow establishment of skill 
requirements for consumer 
needs analysis. 

Current system development and design 
documentation does not include mapping of 
user skills to the system design.  Computer 
skills at the local agencies are generally 
lacking.  The current environment cannot 
benefit from technology in the face of current 
skill levels and rejection of dependence 
upon technology that is reflected.  State 
financial system users are lacking the 
system training and cultural regimen to 
depend upon the system for information 
needed.  This causes local agencies to 
complete duplicative work – entering data 
into the State system and producing paper-
based reports for State staff. 

Near Optimum 
Performance 

In all programs/services, 
performance must be 
demonstrated by immediate 
responsiveness at the first 
contact with the consumer. 

Current systems require extensive data 
entry, with repetitive elements, poor search 
features for users, and little communication 
between systems.  Development 
environment is in place to rectify these 
problems, but lack prioritization, adequate 
training and resources. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

 Performance measures 
must be recommended that 
are commensurate with the 
value/benefits of the service 
to the consumer. 

A system to automatically track and report 
on performance measures is lacking. 

Targets must be set for 
information gathering 
timeframes that are as 
short as redesigned 
processes might allow – 
e.g., same day. 

Required interfaces between systems to 
support the technical information-sharing 
component of this goal do not exist.  
Information on a client or family may exist in 
one or more systems, but once that system 
line is crossed, the information must be 
gathered again.  From a stovepipe services 
perspective, today’s technologies potentially 
could support this goal, but the business 
processes and business philosophies 
required to do so are lacking. 

In benefit delivery:  VSSS 
timeliness defined as a 
maximum of “Within 7 days 
of receipt of last 
information.” 
More desirable:  within 24 
hours if all information is 
available.   

The use of available technologies is not 
optimized to support achieving this goal.  
End-users are not trained in all of the 
functionality that the system provides.  Local 
procedure may require duplicative, parallel 
work that adds processing time.  
Photocopying and waiting for verifications 
that already exist also add time.  Some 
levels of timesaving functionality that may be 
simple to implement are lacking. 

Family services:  timeliness 
is 100% in compliance with 
PIP, with the ability to 
exceed PIP-based 
performance is feasible. 

There is insufficient connectivity and alerts in 
the current environment to support worker 
actions. 

 

Payments to providers:  to 
meet state standards of 
maximum 30 days. 

There is no electronic support for Purchase 
of Service or Fiscal handling, beyond that 
obtained by local offices of their own accord. 
There is no connectivity between local 
systems.  Currently there is no utilization of 
Bank-to-Bank (Government-to- Bank in this 
case) electronic funds transfer. 

Good Use of 
Information/ 
Technology 

All information exchanged 
with the consumer in their 
language. 

No technology in place to provide multi-
language communication other than 
translation services used by local agencies. 



 

  As Is Findings 

 
VSSS BPR Project 85 

Business Objective 
Category 

Business Objective As Is Business Environment 

 One set of verifications is 
sufficient for delivery of any 
service, and verification is 
asked for only one time. 
Information is appropriately 
secure. 

Little, if any, verification information is 
currently shared between systems.  In fact, 
there is very little ability to capture 
verification information in the system.  
Transferability of verification documentation 
between local agencies occurs when the 
case file is transferred.  Local policy may be 
to gather the verification again.  A limited 
number of localities are using imaging to 
capture and retain electronic copies of 
verifications.  It is unclear whether the 
business process has changed so that the 
client is not asked to submit them again if 
they return for services at a later date. 

Information is appropriately 
secure. 

System security is currently acceptable; an 
LDAP server is available, however, it has not 
been incorporated into all the applications in 
use across the state to provide a single 
source for user authentication and 
validation.  Also, while there is a DSS 
Security Policy applicable to all systems, 
some variation exists in its implementation 
for items such as password expiration and 
strong password enforcement.  This mostly 
occurs with the legacy systems. 

 

Information is readily 
available to anyone with a 
need to know. 

Information sharing is limited by the type of 
technologies in use, particularly the 
mainframe systems using terminal server 
access.  Policy, or perceptions of policies, 
on confidentiality tend to limit the sharing of 
information as much, if not more than the 
technology.  No centralized database is in 
use, although efforts, such as SPIDeR, are 
underway to help with this issue. 
The data warehouse attempts to bring 
information together for management 
reporting, but its success is limited by delays 
in completing it. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

 Generally, information not 
required by law is not 
requested and stored; 
except to identify 
opportunities that might 
enhance service delivery to 
the consumer if more 
information is known during 
contact. 

Much of the information gathered during 
intake is available in existing stovepipe 
systems – the tools to connect systems and 
share this information are missing.  
Historically, human services have requested 
information that may no longer be required 
by law.  Systems and procedures may still 
require gathering of information not required 
by regulation.  The mechanism for 
continually evaluating the need for 
information and modifying both system and 
procedure is not in place.  The mechanism 
for purging information from systems that is 
no longer required by regulation is not in 
place. 

 Technology should not 
constrain reengineering 
recommendations; and, 
modern enabling tools may 
permit more aggressive 
process redesign.   

Have not identified any process fixes that 
cannot be overcome using existing 
technologies – cost will be the driving factor.
 

The “collection of services” 
is “built” to explore a full 
range of services for the 
individual or family. 

Current systems are not built around the 
individual or family.  Most are case-based, 
with a focus on the particular service or 
benefit being rendered. 
 

Customers are left with the 
feeling that they have been 
evaluated for all possible 
services and benefits. 

Lack of connectivity between systems 
makes this outcome difficult to impossible in 
the current environment.  The case-based 
nature of existing systems does not lend 
itself to exploring other benefits.  Stand-
alone systems require duplication of effort to 
meet this objective. 

Customer satisfaction can 
be measured. 

There is no system in place to systematically 
measure, track, and report on customer 
satisfaction. 

Delivering Expected 
Results/Outcomes 

Ability must be provided for 
ongoing re-evaluation of the 
mechanisms that are 
supposed to lead to self-
sufficiency.   The ability 
must be in place to 
measure what works or 
doesn’t, and make early 
adjustments wherever 
needed. 

There is a lack of both metrics and systems 
in place to track “success” or “failure” with 
respect to achieving self-sufficiency. 
 

Effectively Managed 
Cost 

To the extent possible, 
costs should be net-zero in 
State and local dollars over 
the long-term. 

“Costs” need to include more than just up-
front or non-recurring costs.  True Total Cost 
of Ownership (TCO) for a system, is lacking 
several critical components: 

• Return-on-Investment (ROI) for changes 
that are implemented. 
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Business Objective 
Category 

Business Objective As Is Business Environment 

• Opportunity (and lost opportunity) 
cost 

• Maintenance 
• Lost productivity vs. Increased 

productivity 
The strategic project management 
methodologies to achieve this objective are 
lacking. 

Short-term cost shifts 
should not constrain 
redesign. 

Tools to track true cost and return on 
investment, and “train” management on the 
value of change are lacking. 

Resources can be 
redeployed to accomplish 
the reengineered business 
model. 

On the technology side, resources currently 
are very stove-piped and tend to be 
assigned to a given program. 
Resource ownership is split between the 
program office, DIS, and VITA.  This fact 
makes it difficult to manage.  Outsourced 
resources, particularly with VITA, are a 
service, rather than a body, but necessary 
Service Level Agreements (SLAs) with 
measurable results are lacking. 
Currently, the organizational structure of the 
database and web-development groups is 
set up better to support this objective.  A 
manpower classification study by an outside 
entity has been required to determine the 
proper organization and skills. 

 

The ratio of administrative 
to services expenditures is 
improved. 

The fully functioning systems and 
commitment to using systems fully that are 
in place is lacking in the current 
environment. 

The community broadly 
perceives that the VSSS 
delivers excellent service. 

Viewed as archaic based on the legacy 
technologies in use. 
Follow the state DMV and Federal IRS 
models for examples of how technology can 
go a long way toward improving this 
perception. 

A greater level of support is 
provided by the Legislature. 

Without the metrics, TCO analysis, and ROI 
demonstration, new technology expenditure 
approvals are difficult. 

Desired Public 
Perception 

Less staff/administrative 
time is spent on negative 
interactions. 

There is nothing in place to allow consumers 
to access information directly or to provide 
understanding of how determinations/service 
decisions are made.  Lacking also are self-
help systems, interactive and context-
sensitive help based on where you are in a 
web application or website.  
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Business Objective 
Category 

Business Objective As Is Business Environment 

 The community believes 
that VSSS demonstrates 
stewardship over resources 
– the public believes that it 
is getting a good return on 
invested tax dollars.  

VSSS’ ability to publish performance results 
and share performance metrics is limited in 
its current technological environment.  
Mechanisms are lacking to allow the public 
to provide input and feedback via the web, 
IVR, or other automated tools. 

 
In summary, current technology is not applied in a manner that supports improvement of 
process or performance.  Automation has been overlaid on traditional business approaches 
and time-honored procedure.  Paper and labor-intensity are still major components of the 
day-to-day work environment.  System development efforts did not leverage system 
capability to replace repetitive, manual tasks with electronic functionality.   
 
Critical systems have holes where important pieces of functionality should reside.  
Implementation of current systems was not leveraged to change the paper-based culture 
when the appropriate level of functionality was provided to end-users.  Implementation of 
technology and training for optimum skill levels in implemented technology does not have the 
same level of utilization from program to program or locality to locality.    
 
Voids in technology offerings have resulted in local procurement of systems that are 
essentially standalone, and cannot share data with other systems.  System design does not 
map to policy, business philosophies, and business logic in the current environment and 
system specifications/code is not documented consistently.  The largest implementations of 
technology (ADAPT and OASIS) did not include consideration for how software should be 
designed for human factors. 
 
For a side-by-side comparison of business objectives against both the As Is business 
environment and As Is I.T. environment refer to Appendix K. 

6.4. POTENTIAL QUICK FIXES – INTERIM CHANGES  
The concept of quick fixes is frequently put forward as “low hanging fruit.”  These 
opportunities are identified during an As Is analysis.  This means that immediate benefits can 
be derived from individual adjustments/changes that will deliver greater utilization of existing 
technology, lower cost, less labor, less paper, without significant investment.  By comparison, 
FDGS’ approach is to treat such opportunities, not as individual, standalone efforts, but to 
plan for a series/sequence of interim changes that collectively will produce significant, almost 
dramatic change.    
 
The following will demonstrate the type of “quick fix” discoveries during the As Is phase that 
will be fully fleshed out as the To Be analysis proceeds.  The sequencing and value of such 
will be identified once the To Be Business Model and associated business processes are 
redesigned.  Sequencing and benefits of the finally proposed interim changes will be 
choreographed for incremental implementation over time and documented during change 
management planning.  This planning document will confirm the level of efficiency the 
proposed incremental interim changes will produce, and how the change over time will 
support change management while contributing toward organization-wide acceptance of 
BPR 
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Identified potential high-dividend “quick fixes” are documented by program-driven business 
process in Appendix E.  For the purposes of this section, they are divided into categories as 
follows: 

Improve Relationships 
• Create a teaming relationship needed to support the statewide enterprise.  The old 

saying, “The whole is greater than its parts” has never been truer than now. 
• Take personal agendas off the table. 
• Make only promises that will be kept. 
• Institute a culture of respect for the people that work within the enterprise; respect for the 

consumer of VSSS’ services and benefits; and, respect for the taxpayer. 
• Institute a culture of “work groups” rather than ongoing committees.  Establish a charter, 

short timelines, milestones, accountability, due dates. 
• Institute co-location, statewide, of appropriately related program staff at both State and 

local levels and services staff to create a culture of people working together to meet the 
VSSS mission. 

• Standardize to assign a single point-of-contact statewide for all State compliance 
activities. 

• Create State-level support for local management function by creating a collective of 
frequently released integrated data about Appeals, Fraud, Quality Assurance and Claims 
in a single report. 
 

Improve Systems 
• Prioritize and begin fixing system modules that when broken cause a paper process to be 

utilized. 
• Evaluate and re-prioritize all remaining problem logs on the basis of Return on 

Investment in staff and labor savings  
o Implement documentation functionality in ADAPT 
o Implement scratchpad functionality in ADAPT 
o Implement system-based case tracking/logging tools 
o Identify other performance enhancing functionality that might provide relief  
o Modify benefit adjustment to allow creation and supervisory approval/amount 

correction of all diversionary checks at the same time. 
o Consolidate all NOA messages for a single case action onto one notice. 
o Implement screening support functionality – eliminate 4-page evaluation form 

• Make all State forms on the web fillable. 
• Create documentation capability on ESPAS. 

 
Create Automated Tools 
• Implement a single web-based case number assignment system for all case 

types/programs. 
• Implement statewide use of industry standard office calendaring system for scheduling 

appointments with clients, hearings, due dates, ticklers, et al. 
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• Develop an automated assessment capability for use at client contact for all needs and 
services. 

• Service Plan online template for worker completion; link to case record. 
 

Provide Training 
• Retrain all local program staff in the full functionality of both OASIS and ADAPT. 
• Retrain all State and local staff in the full functionality of LASER. 
• Implement statewide training on case record organization. 
• Implement statewide training on case documentation. 
• Create a training curriculum for all ongoing workers that contain refresher training on 

systems. 
• Provide training for all local staff on compliance functions, Appeals, Quality Assurance, 

fraud...increase understanding of the role of these functions in delivering quality services 
and benefits. 

• Identification of hidden disabilities and development of service plans. 
• How to conduct a telephone interview. 

 
Eliminate Paper 
• Place a moratorium on all new form development.  Require staff to evaluate capability of 

system first. 
• Implement EBT for all client payments 
• Implement EBT or EFT for all provider payments 
• Eliminate handwritten documentation. 
• Eliminate manual logging. 
• Implement statewide the use of fax or other electronic communication tool in order to 

initiate activities faster. 
• Implement use of electronic documentation capability to record/document compliance 

events/summaries/findings/orders by hearing officer and/or worker. 
 

Institute Case Management Standards 
• Implement statewide standards for case record organization. 
• Implement statewide standards for case documentation. 
• Standardize and implement communication templates; make available from a single 

statewide source. 
 

Modify Work Behaviors/Procedures 
• Implement statewide interactive interviewing.  
• Eliminate all secondary handoffs from technical or professional personnel to clerical 

support for data entry from any handwritten documentation. 
• Eliminate multiple requests for required permanent verification if it is in the case record. 
• Implement statewide a client/worker conference as the first step in the Appeals process 

encourages local resolution. 
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• Remove the layers of approval for VIEW supportive services. 
• Telephone interactive interviews for online applications, followed by mailing the SOF to 

client with checklist of needed verifications (If pre-screen of external systems reveals 
match, have client come in rather than resulting in duplicate online request) 
 

Do Things One Time 
• Eliminate reliance on paper-based form formats where information can be collected 

directly into an existing system. 
• Eliminate the paper-based reporting formats for any program information that has 

previously been entered into LASER. 
• Eliminate duplication of calendaring tools at State and local levels 
• Perform screening for all program specifics only one time. 
• Bulk purchase of gift cards, fare cards, tokens to be immediately available for client 

needs. 
• Issue EBT card while client waits – no second visit. 

 
Provide Client Support 
• Implement statewide installation of drop boxes 
• Implement standards for client access to computer screen. 
• Implement a statewide practice of providing clients a “packet” of information for their use 

in future interactions, including a full copy of their printed application. 
 

Modify Formats 
• For Quality Assurance 

o Add a case correction cover sheet with standardized case profile to make case 
corrections easier to act on without a full read of the findings. 

o Include notation on case practice found to be done correctly, 
o Document in electronic case record, 

• For Appeals 
o Standardize templates for information required by local office to prepare for Appeal, 
o Document in electronic case record, 
 

Apply Performance Standards 
• For interactive interviewing. 
• For immediate electronic documentation. 
• For all staff in individually inputting information directly into the appropriate system. 
• For records retention, including archive and purge. 
• For process improvement implementation. 
• For no new forms or form formats. 
• For sharing of State compliance information to localities at a level of frequency to support 

proactive management. 
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Clarify/Simplify Policy 
• Update Policy Manuals 
• Resolve the inconsistency in interpreting policy on simplified and interim reporting. 
• Align TANF and Medicaid Policy 

o Relationships of verification 
o Relationship degrees 
o Eliminate Face to Face interview 

• Align TANF and Food Stamp Policy 
o Order of deductions 
o Flat rate 
o Verification 

• Combine quality assurance, fraud, appeals and claims information in a collective report to 
provide localities information about local practice in order to make operational 
adjustments. 

• Align issuance error resolution with food stamp issuance error resolution. 
• Identify Appeals findings as precedent-setting and include in online policy where it 

applies. 
• Reevaluate VIEW policy requirements. 
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7. ISSUES AND BARRIERS TO EFFECTIVE SERVICE DELIVERY  
Government services departments are typically faced with operating under the most diverse 
sets of human circumstances that can be encountered on a daily basis.  Adding to the 
complexity of these situations are challenges of understanding details of policy and 
procedure in order to serve its citizens.  Whether it is an adult who receives home care 
services that keeps him/her out of a nursing home, the child who is now attending school 
successfully and no longer at risk of dropping out of school, the family who has food on the 
table as a result of obtaining their electronic debit card for food, or the child who now has 
health insurance, all have names, faces, and real life problems that confront them 
everyday.  A well functioning business machine is critical to reducing the impact on these 
consumers of services and benefits, which is caused when the organization’s operational 
model interferes with producing high quality outcomes. 
 
During the discovery phase of the project, benefits and service delivery processes were 
investigated along with the management and financial processes that support the delivery of 
the services.  This section is intended to provide observations in order to offer a better 
understanding of the barriers to effective service delivery in the As Is environment.  These 
observations are a synthesis of the many interviews, site visits, shadowing activities 
(observation) and hours of BPR Team discussion.  From the information in this section, a 
judgment can be made whether the barrier is a legitimate constraint that will impact 
reengineering, as the To Be business model begins to emerge.  Likewise, it will support 
change management planning as methodologies to reduce both barriers and resistance to 
change are designed.  While the potential exists to address many of these potential barriers 
in redesign and change management, it is important to identify those, which have the most 
impact in the current environment.  In many ways, these circumstances provide the 
quintessential explanation of why the current environment exists. 
 
The task ahead will be to understand the extent deleterious effects have been caused by 
these issues.  In concordance with these findings, solutions that describe how to unwind this 
negative culture will be examined.   

7.1. POTENTIAL INTERNAL BARRIERS  
Based on input from staff that were interviewed or observed and the observational 
experiences of the BPR Project Team and consultant staff, the following internal barriers 
have been identified as areas of concern. 
 
• Partnering - Establishing and sustaining partnerships is critical to the facilitation of the 

business of the VSSS.  To ensure a successful partnership, roles and responsibilities for 
the partners involved must be clearly defined.  In addition, each partner must understand 
the mutual benefits of the partnership.  From the information gathered from several State 
and local interviewees, that understanding has eroded.  Currently, according to 
statements by both partners, roles and responsibilities have no clear, stable definition.  It 
seems that defining roles and responsibilities is always in a state of flux, making it difficult 
for staff at any level to understand their own part or that of their partners.  This lack of 
clear definition in the roles and responsibilities and the lack of valuing partners within the 
partnership serve as a foundation and contributing factor for many of the other barriers 
identified during the discovery phase of the BPR Project. 
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• Regional Offices – The localities noted that there had been a previous, successful 

relationship with State staff stationed throughout the Commonwealth that was commonly 
known as Regional staff.  This group acted as a liaison between the two and provided 
guidance on policy and procedure as effective help to support agencies needs.  Local 
and State staff both noted that the Regional Offices served as a central point of contact 
for the free flow of information as well as being perceived as a neutral third party in 
state/locality relations.  Post-restructuring, some state and local staff noted an increase in 
the difficulty of effective communications as well as a loss of “connectivity.”  Localities 
expressed a sense of “loss” related to the restructuring of the regional office concept.  
Many strive to maintain the former affiliation through fostering personal relationships with 
former Regional staff resulting in further definition of the informal organization.  

• Accountability - Accountability emphasizes facilitating agreements, maintaining 
relationships and fulfilling expectations in a respectful atmosphere.  Creating accountable 
roles and responsibilities provides a standard by which successes and failures can be 
measured.  In addition, it can be supportive as an indicator of where resources are 
needed.  As evidenced through interviews with both state and local staff, there exists a 
keen understanding of the importance of accountability coupled with a sense of confusion 
as to whom they are accountable to and what they are accountable for.  If there are no 
clearly defined roles and responsibilities then a certain amount of ambiguity or “loss of 
ownership” often emerges.  Accountability, when left as everyone’s responsibility, 
becomes no one’s responsibility.     

• Respect - Despite the widespread acknowledgement of the importance of respect, there 
is an evolving culture, at best of lack of trust, and at worst, of disrespect between not only 
state and localities but also between functional groups within both entities.  The presence 
of this potential cultural barrier was both stated by interviewees and observed during 
interviews and site visits.  Sub-cultural relationships often reside within large departments 
and the localities are not immune from this atmosphere.  These relationships tend to 
manifest themselves in the forms of loss of respect, certain levels of contempt, and 
perceived change in relational direction from advocacy to adversarial.  The effects tend to 
be negative and increasingly the staff notes a feeling of helplessness related to such 
changes due to the adversarial relationships.  Across the board, individuals expressed 
deep-seated regret for this change. 

• Communication - This topic was explored at great length with both Local Agency and 
State staff.  Inherently, communication is an essential part of the current business model.  
Four themes emerged about this topic.  First, more communication is needed at all levels 
of VSSS, communication of policy, expectations, opportunities, and feedback.  
Communication between VDSS and the LDSS is reported as inconsistent in type, 
frequency, and method.  Second was the need for better communication among the 
programs at the State level.  In the current environment, communication regarding 
policies and their implications on other programs is seen as lacking.  Third, the timing of 
communication may contribute to a misunderstanding or lack of buy-in.  Information is 
sometimes disseminated at the eleventh hour, which strains the resources of the 
receiving party.  It was also noted that frequently, communication is initiated when a plan 
or policy is well under development, precluding meaningful input from others within 
VSSS.  Finally, the method of communication is not consistent.  Information delivered in 
multiple ways is not in and of itself a problem; staff indicated that they were not able to 
anticipate how information might come to them.  To be sure that they do not miss 
something, staff indicated that they must monitor several communication mechanisms.  



 

  As Is Findings 

 
VSSS BPR Project 95 

 
• Trust – Alongside respect is the equally important expectation of trust.  There is concern 

that there is a “we/they” ideology, which has impeded VSSS’ ability to function as an 
organization with a common vision and purpose.  Although staff throughout the 
organization individually believes in and hold to the vision of VSSS, the existing lack of 
trust makes it difficult, at best, to accept that those whom they do not trust subscribe to 
the same vision.  This ideology seems to be consistent from both sides of the State and 
Local agencies.  For example, the Localities perceive that prescribed systems 
functionality previously agreed upon was withheld or abandoned without their input or 
knowledge.  Localities had changed business processes in anticipation of the promised 
functionality and were highly impacted when the system failed to deliver.  Whether such 
examples are misunderstanding, miscommunications, neglect or a product of pure 
design, the critical path is to ensure that mechanisms are created such that agreements 
and cooperation among entities are understood and that contingency planning is also a 
part of the protocol.   

• Fiscal - VSSS is largely a decentralized entity populated by diverse localities with 
different cultures and perceptions of mission; resources; incentives; and local governing 
bodies and financial accountability.  As a result, the capital and human resources 
required to support the business of social services is convoluted.  It is clear that Social 
Services requires the support of both the State and the localities to be successful.  
According to VSSS staff, fiscal constraints hinder VSSS’ ability to make major 
investments in information infrastructure and applications unless these investments can 
be shown to lead to significant and low-risk returns across a wide spectrum while meeting 
diverse demands.  This process becomes dependent on a locality’s ability to construct a 
significant business case based upon fiscal data.  Returns on investment estimates in the 
current environment apparently focus on Home Office impact, which results in 
discounting or ignoring the impact on localities.  

• Reactive Management Style – One of the criticisms of state governments in general is a 
tendency toward reactive management.  Virginia is not exempt from this criticism.  The 
reasons for this type of management are several.  Some of the blame lies with federal 
agencies that fail to provide adequate lead-time for policy implementation.  In fact, it is 
not uncommon for regulations to have retroactive effective dates.  Similarly, state 
legislatures frequently pass legislation in reaction fiscal constraints, constituent 
complaints, court cases or pet issues, and then expect the state agency to implement 
with very short notice.  The consequence is that processes are built upon process without 
the “luxury” of really planning for what makes sense.  At the state agency level, general 
policies are frequently developed to address isolated situations, causing additional 
administrative burden on all workers in a program without regard to the overall cost.  In a 
like manner, efforts to correct wayward local operations frequently result in added 
procedures or requirements for all localities rather than addressing the specific problems 
of the few.  Those who are subjected to such reactions see them as knee-jerk rather than 
having been thoughtfully conceived.  As a result, a culture of proactive vision is 
superseded by one of constant reaction.   

• Informational Data - The sharing of informational data within the VSSS is obviously a 
point of contention between the Home Office and the Localities.  The various participants 
consistently expressed concern about the difficulty each had in obtaining the other’s data.  
The issues were partly oriented around data ownership and its propriety nature, but there 
was also some uneasiness at how the data would be interpreted.  Specifically, 
department representatives showed concern at how the data would be massaged and 
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analyzed, fearing an inaccurate representation of the data.  This was evidenced by the 
belief that accurate financial data might not always be shared between localities and the 
State.   

 
Another factor noted in the reluctance to provide complete data about local costs was the 
concern that a loss of State funding might result.  Conversely, state staff noted that the 
inability to obtain a true financial picture could possibly cost the VSSS additional 
matching dollars.  Both entities acknowledged that the current level of informational data 
sharing resulted from lack of trust between the two entities.   
 
Secondary to the reluctance to share data is that the current business structures do not 
support the free flow of data to all parties with a need to know.  Evidence of this was seen 
in the dissemination of Fraud and Appeals data.  Many of the parties interviewed 
recognized the value of the data collected by these two entities yet there was little if any 
formal process to disseminate this data to those who could utilize it for business 
improvement.     
• Consistency - Established business processes across the VSSS were found to have 

little consistency beyond the immediate circle of employees who contribute to a 
process within a single entity.  Business processes are modified according to the 
needs of each entity, thereby weakening the formal process and creating multiple 
streams of information within a single work group.  

• Information Availability - Decision making at the locality level is not supported by a 
real-time knowledge of the impact of funding streams from the federal government 
through to the local level.  Real-time financial information is not supported by the 
current system.  At times, financial information is completely unavailable due to 
“blackout period” requirements for system processing.  The net effect of this, beyond 
unavailability of information, is that this lack of knowledge enables and supports 
decision-making that can have far reaching cost impacts across the organization.  

• Outdated Processes - Procedures, which were developed and implemented prior to 
the introduction of technology into the workplace, are still being utilized.  In most 
instances, these procedures were found to be either operating in tandem with newer, 
automated procedures or followed without the support of automation even where 
automation support exists.  

• Change Management - Over the last two decades, the VSSS has undergone several 
major changes.  The changes are a result of changing technologies, a changing 
political and social climate and the changing landscape of services and client needs.  
Though the changes have at times been dramatic, employees report no formal 
change management mechanism has been utilized to assimilate needed operational 
changes into the new environment.  The absence of a formal change management 
process has left staff feeling uninformed, unprepared, out-of-the-loop and performing 
inconsistently. 

• Computer Literacy - Computer literacy within Social Service Departments tends to 
be at the mid to low end of the skill spectrum for most agencies.  These skills tend to 
include word processing, spreadsheet, and email proficiency as the primary tools 
required to be productive.  The Agency staff was found to be generally proficient in 
these skills.  In some management areas, there were discussions of how additional 
training in the use of spreadsheets could provide some benefit.  Unfortunately, as 
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new technology is assimilated into the work place, the learning demands on staff are 
seen as a significant barrier by VSSS staff and management.   

 
Many employees commented on the availability of various software training classes from 
the community college level to county sponsored classes.  There were some concerns 
that fiscal constraints and the heavy social services workload prevented some employees 
from taking advantage of these opportunities.  

• Case Documentation - Except for OASIS, there is no automated case documentation 
capability.  This was identified by both state and local staff as an issue, as are the 
inconsistency of case documentation and the absence of formal documentation 
standards.  This extends not only to the manual documentation of cases, but also to the 
physical location of documentation and supporting documents within the case file.  In a 
world that is increasingly mobile, issues arise not only when cases are transferred from 
one locality to another, but in many instances, from one caseworker to another or from 
the locality to a State case review process (i.e. Quality Assurance or Appeals).  

• Programmatic Review - There exists no routine (e.g., every two years) formal 
programmatic review process at the local level initiated by the State within the VSSS.  
For instance, there is no established routine to do an audit of operations.  Programmatic 
reviews are currently conducted “as requested” as a result of local findings during a QME 
self-assessment.  Programmatic reviews not only serve as a means of ensuring 
established standards of delivery and performance are adhered to consistently statewide, 
but, also serve as a tool to proactively identify emerging issues and proactively enhance 
performance.  

• Feedback Loops - Related to the issue of performance and communication is the 
absence of formal feedback loops.  Both State and Local Agency staff commented that 
information often goes only one way.  Lack of frequent, useful feedback is cited by 
localities as having a negative influence on their ability to proactively improve work 
performance.  Valuable information such as quality assurance findings or hearings results 
may be lost because they are not widely shared.  

• Policy Information Reliability - A lack of reliability in the information provided by policy 
manuals was noted throughout the interview process.  Both manual and online versions 
were identified as not containing current, real-time information, which results in an 
increased requirement for interpretive services from state staff.  The organization and 
“legalese” context of manuals were also denoted as an impairment of the application and 
understanding of policy.  Staff reports that because the policy is not up to date, much of 
the actual policy dissemination comes through letters and bulletin announcements, which 
are difficult to catalog for easy reference and use.   

• DMAS - The duality of the supervision and administration of the Medicaid and SCHIP 
Program in coordination with DMAS was identified as a major issue/barrier.  The roles 
and responsibilities, as currently defined, do not support VSSS’ ability to effectively 
administer the Medicaid program nor effectively meet the demands of the SCHIP 
program.  Issues and barriers identified from this duality are: 
o An inability to align policy with other programs to reduce workload demands, simplify 

benefits acquisition and retention, and reduce administrative cost 
o Competing interests between VSSS and DMAS, as DMAS carries out its principle role 

as fiscal intermediary, and VSSS carries out its principle role as a direct provider of 
benefits 
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o Responsibilities are not assigned with the appropriate role to facilitate clear 
administration and oversight responsibilities. 

o Increased processing time and hand-offs for clients moving between Medicaid and 
the SCHIP program. 

o Increased workload demands in the administration of the financial aspects of the 
program’s funding streams. 

• Child Support Enforcement (DCSE) - The Division of Child Support Enforcement 
participates in the VSSS Strategic Planning effort; however it is not within the scope of 
this project.  There are information sharing requirements between benefits (TANF, IV-E 
benefits, Medicaid) and DCSE that have established electronic interfaces.  Changes to 
the As Is business model may not impact that reporting relationship, which is set in law.  
Any resulting cost impacts for system modifications must be coordinated and planned.    

• Fiscal/Reporting Process - The fiscal/reporting process consists of multiple dual 
processes involving both a manual and automated entry.  The current systems do not 
support the free flow of information throughout the VSSS for administration and reporting 
purposes by all interested parties.  The reporting process is cumbersome and in some 
instances, necessary information is not available without a lengthy information gathering 
process. 

• Caseloads - An inconsistency in the manner in which case load counts were calculated 
was found throughout the VSSS.  In some instances, caseloads are calculated by 
household and in others by individual case.  The result is an incomplete picture of the 
actual workload demands of the VSSS.  Subsequent to the workload demands are issues 
involving appropriate staffing levels, funding, and work equity.  There is a growing 
concern by field level staff regarding the disparate caseload demands across the VSSS 
within like positions from locality to locality.  Site visits and interviews confirmed that, 
because of current business methods, workload grows disproportionately as staff is 
forced to deal with the current level of labor intensity in many parallel paper processes 
and repetitive procedures.    

• Sacred Cows - Sacred Cows are the barriers that everyone knows about but that no one 
talks about.  These are the policies and procedures that have outlived their usefulness – 
but no one dares touch.  Sacred Cows were identified by all levels of staff throughout the 
VSSS organizational structure.  The result of these common but questionable practices is 
increased costs throughout the organization.  Sacred cows stated and observed include: 

o Sanctity of individual stovepipes. 
o Outdated classification and compensation plan. 
o Children are more important than the elderly. 
o The greatest resources go to the “hot” program. 
o The major systems aren’t reliable. 
o VSSS is the organization of choice for services and benefits. 
o If it isn’t in the physical case file, it does not exist. 
o Every abuse complaint must be pursued 
o Definition of confidentiality means “we cannot share”. 
o Cash on EBT is “too expensive”, 
o Negative perceptions of the consumers’ worth, both internal and external to VSSS, 
o HR and training can be cut first, 
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• Vision - Vision can be thought of as a foresight, a conceptual framework whereby one 

articulates his/her thoughts to arrive at an end result as envisaged.  A common vision is 
then a unified view of this framework and contemporary ideas that reinforce the vision, 
shared by many.  Resulting from many of the underlying issues/barriers previously 
addressed is a lack of common vision between State and localities.  As both entities feel 
they are somewhat “alone” in their ideology, separate visions have been developed with 
no common bond.  Little commitment to an enterprise system was evidenced throughout 
the interview process.  This lack of commitment ostensibly stems from the distrust, which 
has developed over time.   

• Cocooning - Local autonomy has created a cocooning effect related to service delivery.  
VSSS’ clients are very mobile, choosing to move from locality to locality for a myriad of 
reasons ranging from personal whim, to location of one’s family, to availability of 
employment and affordable housing.  The fact that VSSS’ clients are mobile means that 
their information and benefits must be accessible across the entire VSSS to effectively 
service the needs of the client as well as provide audit capability.  Evidenced throughout 
the interview process was a service delivery cocooning by localities.  Emphasis was 
placed on the delivery of services to clients who are existent within their local client base.  
As clients moved from their service delivery area, a decreased emphasis was placed on 
assisting with the transition.  Upon arrival at a new locality, a client’s information can take 
from a week to a month to make its way through the system and arrive at the new 
locality.  The inability to access a client’s existing data creates increased workload 
demands on the new locality as well as increased and redundant documentation demand 
upon the client.  

• Local Office Procedures - A repetitive observation throughout the interview process 
was inconsistent local office procedures across the VSSS.  Inconsistencies noted were: 

o An application for assistance would be handled by an intake worker in one locality 
and an ongoing worker in another.   

o Local office procedures regarding who was interviewed on the same day as the 
application was filed and what programs they were interviewed for varied greatly. 

o Local office procedures regarding the handling of expedited Food Stamp cases.  
Some localities provided same-day expedited benefits while some provided expedited 
benefits within two to seven days.  

o Who documented what information and when varied greatly by locality.  In some 
localities, workers documented their own cases.  In some localities, clerical staff 
entered documentation into the automated systems from manual documents provided 
by the worker.  In some localities, workers entered documentation into automated 
systems that had been manually documented by another worker. 

o The process for scheduling an appointment. 
o The process for obtaining information related to case actions. 
o The use of voicemail and the expectation of acceptable timeframes to return 

messages. 
 

The result of inconsistent local office procedures is confusing for clients as they move 
from locality to locality.  Local office procedures that have become sacred cows 
impede VSSS’ ability to implement consistent statewide best practices supported by 
systems with consistent, measurable standards. 
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7.2. EXTERNAL CONTROLS 
Any one or several of the following control entities have the ability to function as a barrier, 
unless they are reasonably certain, if not fully convinced, of the value of or need for change 
across the VSSS enterprise.  Further, a barrier will exist if the entities, collectively, are not 
willing to resource the activities necessary to achieve the desired outcome. 
 
• Office of the Governor - Outside of the controls of the VSSS yet playing major role in 

VSSS’ ability to implement sustainable change is the Commonwealth of Virginia’s single-
term governor system.  In a highly charged political environment, with competing parties’ 
whose views of the role of social services within society are at opposing ends of the 
spectrum, the single-term governor system creates an environment whereby the vision 
and mission of VSSS potentially changes every four years.   

• The Board of Social Services - consists of nine members appointed by the Governor 
based on qualifications and experience that demonstrate each member's suitability to 
consider and act upon the various needs and decisions within the board's area of 
responsibility.  The members of the board are appointed for a term of four years, and no 
member is eligible to serve more than two successive full terms.  The board includes a 
member from each of the welfare regions of the State.  The Board has authority to review 
and approve policy changes. 

• DSS Commissioner - In addition to the state of flux created by the single-term governor 
system, the role of DSS Commissioner is by appointment of the governor.  As noted 
throughout the interview process, each new commissioner and interim commissioner 
brings to the office the vision of the appointing governor coupled with his or her personal 
vision.  It was noted during State and local interviews that the tenure of the 
Commissioner has continued to decline, from a decade and a half, to nearly a decade, to 
2.5 to 3 years, to the most recent experience of several within a Governor’s term in office.  
One interviewee with four years on the job cited three Commissioners during that 
timeframe.  The experience of VSSS staff is that the background of more recent 
appointees has been less and less social services experience.  For Commissioners 
coming from outside of the system, there is a greater learning curve and period of 
adjustment.  Those who are “too quick” to put their mark on Virginia’s Social Services 
may make hasty decisions that resound throughout the enterprise, impacting 
performance and ability to effect quality service delivery. 
It was noted that “in the old days” Commissioners were inclined to shield State and local 
staff from the politics.  In the current environment, administrations are more likely to push 
the politics to the lowest levels of the organization, siphoning energy and commitment to 
the work. 
 
The newly appointed current commissioner comes from within the VSS system with a 
thorough knowledge of the intricacies of the VSSS, but, as stated above, this is not 
always the case.   

   
• Political Environment - The welfare system went though a major renovation in 1996 

when federal legislation refocused the system from an entitlement program to Welfare-to-
Work.  This change had a resounding effect throughout all facets of the social services 
system.  Social Services became a focal point of many political campaigns.  Ideology 
regarding the future direction of social service programs and how best to administer them 
became as varied as the candidates themselves.  Today, Social Services remains in the 
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forefront of many political agendas.  The Commonwealth of Virginia, like all other states, 
must wrestle with competing political agendas in order to fund the system.  Funding 
allocations and a unified vision of Social Services remains a barrier to integrated services 
and moving the VSSS forward into the next generation of service delivery.   

• The Virginia General Assembly - Introduces and passes legislation that impacts VSSS, 
authorizes funding, and requests and reviews audits of Departments.  Issues of concern 
to constituents, generally, are of concern to the General Assembly.  In the fall of 2004, 
The General Assembly requested an audit of VSSS by the Joint Legislative Audit and 
Review Commission (JLARC).  This arm of the General Assembly is due to publish its 
findings in September 2005.  It was noted in interviews that this bi-partisan Commission 
is well regarded as an independent body. 
 

Comprehensive Services Act (CSA) – The CSA program was highlighted throughout the 
interview process as being a policy-burdensome program within the VSSS system.  Although 
well intended in its original vision, competing interests have diluted the ability of workers to 
effectively administer this program replete with redundant and cumbersome policies and 
procedures.  CSA has evolved into an independent bureaucracy with policies that have 
directly contributed to a substantial increase in staff workload.  It was also noted that 
although the CSA program is a labor and time intensive program, the administrative funding 
has not grown to cover the costs as they exist today due to rising requirements.   
 
Medicare Part D – A model simplified application form and process for determination and 
verification of an eligible enrollee’s income and resources is being developed by the SSA.  
The goal of the application process is to eliminate the need for excess documentation.  
Whether applicants apply online or in person, it is unlikely that financial documents will be 
necessary at the time of application.  The SSA anticipates verification of most information 
through data matches.  States may choose to create their own application but will have to 
follow the same set of rules as the SSA.  States are being encouraged to utilize the SSA 
application process to reduce administrative costs.  It is noted that although the Medicaid 
Part D process currently under development is a cumbersome and time consuming process, 
no additional funds are provided to localities.   

 
Policy Development Resulting from Regulations – The development and deployment of 
policy is dictated by several factors; federal interpretations and mandated implementation 
dates and self-imposed implementation dates.  The time required for policy development and 
implementation can last from several weeks to several years.  The current implementation 
time for policy impedes the VSSS’s ability to quickly respond to new federal and state 
policies, new interpretations and the demands of an “in-flux” work environment.    

• Employee Organizations - There are five primary employee organizations that 
represent VSSS staff, The Virginia League of Social Services Executives (VLSSE), 
Benefits Programs Organization (BPRO), Partnership of Office Service Support 
Employees in Social Services (POSSESS), Public Assistance Investigators of Virginia 
(PAIV) and the Virginia Association of Social Work Practitioners (VASWP).  All five 
organizations take an active role in representing the interests of their respective 
members.  As evidenced through the interview process, all five organizations are well 
respected and well supported within their program areas.  The League is the most 
proactive of the five organizations employing a lobbyist to represent the interests of its 
members to the General Assembly.  These five organizations offer numerous partnering 
opportunities for VSSS as well as potential barriers. 



 

  As Is Findings 

 
VSSS BPR Project 102 

 
• VISSTA - VDSS’s contract with VISSTA has played an integral role in the current state of 

social services.  As noted, training was addressed by all levels of staff as a major barrier.  
Although VISSTA has attempted to utilize training staff with VSSS experience, it was 
noted that the training needs of the VSSS personnel are not being met by the current 
contract.  A wide gap exists between the needs of the VSSS and the content and delivery 
provided by the VISSTA contract.   

• VITA - The creation of VITA adds a new dynamic to VSSS’s ability to move forward with 
significant change.  New relationships must be formed, common visions must be forged, 
and partnerships must be aligned to meet the mission of not one but two dynamically 
different state agencies.   

• Local Boards of Social Services – Appointed by the local government and charged with 
the oversight of the operations and financial accountability of local Departments of Social 
Services. 

• Local Government – Elected officials including County Boards of Supervisors, mayors, 
and City Councils who control and distribute local funds to localities.  These officials are 
accountable to constituents within the community.  The community’s response to the 
level of service it perceives as being provided by the LDSS has significant potential to 
affect the decisions of the officials in funding and overseeing the activities within the 
LDSS. 

7.3. HUMAN RESOURCE ISSUES 
The ability of the VSSS to attract, hire and retain a skilled workforce is a vital part of the 
business.   
 
According to the 2004 – 2005 Workforce Planning Report for the Commonwealth of Virginia 
Virginia’s population has grown 20.7% since 1990, while state employment has seen a 
growth of 4.0%.  The number of classified employees declined from 75,155 to 71,363.  Skill 
requirements for state jobs are increasing.  There are only 51.9% as many Office Support 
Staff in 2004 as there were in 1991.  Statewide, there were 27,920 new State hires between 
October 2000 and June 2004.  This number is slightly higher, by 184, than the number of 
separations during that same period.  Many of those who left state service were recent hires, 
which resulted in high recruitment costs and difficulty in carrying out the agencies’ missions.   
 
Agency workforce plans identified 52 staffing issues.  The most frequently identified issue 
was concern about the agencies’ decreased or inadequate number of employees.  The 
second most frequent issue was the demand for agency services has increased.  Funding for 
salary increases and program administration were also listed frequently.  VSSS, as a system, 
has an additional concern about the number of impending retirements over the next five 
years by individuals with significant operational and policy knowledge.  At VSSS, 57% of staff 
is eligible for retirement within the next five years.  Succession planning is an initiative 
intended to assure that the appropriate level of knowledge and skill is left behind. 
 
For localities, human resource systems are divided into 36 deviating and 84 non-deviating 
agencies.  Deviating agencies follow their local government’s HR policies as to classification, 
compensation or both.  Recruitment and selection for these localities is the responsibility of 
the local agency and its local HR function.  Non-deviating agencies adhere to the 
classifications established by the State DSS HR function, and are dependent upon State 
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office technical support for policies, procedures, recruitment and selection, certification of 
eligible lists for interviewing and hiring, classification and reclassification, compensation 
guidelines, HR studies and other HR services as needed.  
 
For small, non-deviating agencies the State’s HR function’s involvement in the recruitment 
and selection procedure, including certification of eligible lists shields the locality from the 
political hiring pressures that may be present in smaller communities.   

7.3.1. Barriers to Performance in HR 
With progress being made to strengthen skill levels and customer focus in the State’s HR 
Management function and with two major projects underway (the local HR policy manual and 
a major classification and compensation study), in 2003 that office’s staff of 36 was cut by 13 
to its current staffing level of 23 people.  This staff has responsibility for personnel services to 
one State organization of 1500-1600 employees and 120 other local organizations 
collectively with another 7,000 to 8,000 employees.  This HR function is responsible for the 
following across this large enterprise: 

• Classification 
• Compensation 
• Recruitment and Selection 
• Employee Relations 

o Grievances 
o EEO/ADA Requirements 
o Disciplinary Actions 
o Performance Management 

• Benefits Tracking 
o Family/Medical Leave 
o Retirement 

• Annual Compensation Review 
 
Although the local HR policy manual was not completed in 2003 when the restructuring took 
place, that document has been completed with contracted support by an HR Attorney.  The 
manual has received approval by the State Board of Social Services and is legal for use by 
localities.  Prior to this, the draft local HR manual was published in 1983, without State Board 
approvals in place, and was updated in 1998 to incorporate new federal HR policy/law, and 
also published without State Board approvals in place.  Some local agencies were following 
the 1983 manual, while others were following the 1998 manual, neither of which had legal 
standing, leaving the localities at legal risk in grievances and/or lawsuits. 
 
This event was an additional turning point in relationships between local agencies and the 
State DSS, as the State’s credibility to “get the job done” was put on the line.   
 
An observation of short-term vs. long-term decision-making, absent a clear understanding of 
the criticality of a function to the enterprise, is the reduction of 13 personnel in mid-project; 
but, having a critical project that had to be finished for legal reasons, and outsourcing under 
contract with a higher cost solution.  The observation was that this resulted in being a single-
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purpose expenditure (the local HR manual), rather than retaining and building an HR team to 
meet the needs of the enterprise for the long term.  
 
Representatives of State DSS HR and local agencies (including a local agency Director) 
have partnered with VISSTA and the contract HR Attorney to develop curriculum for a 
training program in the new local HR manual for local managers. 

7.3.2. Classification and Compensation 
The Classification and Compensation Plan for localities maintained by State HR has not 
been updated since 1984.  This issue is considered to have significant impact on the ability 
of local agencies to put the right people in the right jobs, with an expectation that they will be 
retained and assume greater and greater levels of responsibility.  It was noted during the As 
Is HR interviews that while there is a trigger for creation of wholly new classifications, as 
evidenced by the Self-Sufficiency Worker and new I.T. classification and job specifications, 
there is no trigger today for a classification study for an existing job class or job group.  In the 
As Is business model, this latter requires a major classification and compensation across the 
entire spectrum of job groupings. 
 
It should be noted that the cycle time for creation of a new job class ranged for the I.T. class 
from 12 months to Self-Sufficiency at 18 months.  In the dynamically changing environments 
of information management and social services program initiatives, this length of time does 
not provide the ability to respond to changing staffing needs. 
 
The following are HR issues in the current environment. 

7.3.2.1.   Classification 
Because of the dynamic shift in the programs administered by the VSSS and the skills 
required to effectively and accurately deliver the program services, the lines between social 
worker and eligibility worker have blurred.  Traditionally, social work skills were only utilized 
in the social program areas and visa versa.  In today’s environment, both social work and 
casework skills are required in varying degrees within all programs under the auspice of the 
VSSS.  The functional skill requirements, by classification, do not accurately reflect the 
demands of the current job classifications.  

7.3.2.1.1. Skill Requirements 
It was noted during interviews that the skill requirements for staff at all levels of VSSS are not 
those that are needed for expectations of job success in the information era.  The following 
skill sets are derived from current DSS job postings.  It should be noted that, with the 
exception of the last technical position, only the clerical class requires any PC or computer 
skills.  The caseworker, that more and more is expected to be able to make judgments and 
assessments about a clients services needs does not require those skills.   

• Clerical - Ability to interpret and apply policies and procedures regarding case 
management, financial management and customer services.  Working knowledge of 
basic principles and technical aspects of case and financial management.  Skill in 
operating PC's and other automated office equipment.  Ability to organize and prepare 
reports and to communicate effectively with co-workers, supervisors and the general 
public. 
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• Case Worker - Ability to comprehend and apply public assistance programs, policies, 
and regulations (for example, TANF, Food Stamps, and Medicaid) sufficient to make 
eligibility decisions independently; ability to schedule and manage own workload (for 
example, interviews, appointments, and verifications) sufficient to meet deadlines for 
completion of job responsibilities while adapting to changes in priorities; skill in the use of 
a microcomputer and computer software such as word processing and database 
applications; ability to interview customers to collect and analyze statistical data for 
financial accountability sufficient to recognize gaps and conflicting information, to ensure 
completeness and accuracy of data, to make eligibility decisions, and to detect fraud; and 
ability to communicate effectively, orally and in writing. 

• Social Worker - Knowledge of social work principles and practices; ability to exchange 
information orally with clients, co-workers, and staff members of other agencies; ability to 
make and implement case decisions; ability to assess an individual's and/or family's 
strengths and needs; knowledge of social, economic, and health problems that face 
individuals, groups and communities; ability to respond to the client's emotions; ability to 
plan and manage, with supervision, own work activities; ability to write; and ability to 
interpret laws, policies and regulations.  Plus possess a minimum of a baccalaureate 
degree in the Human Services field; or (2) Possess a minimum of a baccalaureate 
degree in any field accompanied by a minimum of two (2) years of appropriate and 
related experience in a Human Services related area. 

• Supervisory - Knowledge of supervisory principles and techniques; ability to plan and 
manage work activities, including service delivery, training, record keeping duties, and 
organization operations; ability to make decisions in difficult situations; knowledge of 
social work principles, social work practices, and treatment modalities; ability to 
communicate orally; ability to apply treatment and intervention approaches; ability to 
interpret laws, policies, and regulations related to human services; knowledge of human 
behavior; ability to write such things as reports, correspondence, narrative descriptions of 
case activities, and grant proposals; and knowledge of social, economic, and health 
problems that fact individuals, groups and communities. Plus possess a minimum of a 
baccalaureate degree in the Human Services field; or (2) Possess a minimum of a 
baccalaureate degree in any field accompanied by a minimum of two (2) years of 
appropriate and related experience in a Human Services related area.  Experience 
supervising employees in a Human Service Field.  Knowledge and/or experience in child 
welfare prefer direct experience with foster care programs or systems. 

• Management - Must have knowledge of DSS Budget Process and program policies.  
Must have strong skills in Community Relations and Board Development.  Ability to apply 
the principles of planning and organizational management; ability to manage, train and 
supervise others, directly and/or indirectly; ability to interpret and apply laws, regulations, 
guidelines, policies and procedures; ability to establish budgetary priorities and controls; 
knowledge of social work principles and practices; knowledge of public assistance 
programs; ability to communicate orally; and ability to communicate in writing.  Plus a 
Degree in Human Services, Public Adm., with experience in Social Work.  Criminal 
History Check, applicants must be will to work outside of normal working hours which 
may include being on call for emergencies twenty hours a day including weekdays. 

• Technical - Demonstrated considerable experience in Java, HTML, J2EE, Web Services, 
Web Application Servers (i.e. Oracle 9iAS, IBM WebSphere).  Ability to write, deploy and 
troubleshoot Java programs.  Current knowledge of and experience with IBM WebSphere 
Studio Developer (or any J2EE IDE compliant development tool).  Knowledge of and 



 

  As Is Findings 

 
VSSS BPR Project 106 

experience with performance monitoring, system testing and software package 
installation and testing.  Knowledge of and experience with UNIX scripting and relational 
databases is highly desirable.  Knowledge of SQL and PL/SQL is desirable.  Experience 
with Service Oriented Architecture (SOA), Use Cases/Requirements Documentation, 
Rational Unified Process (RUP), Rational Suite, Agile/EP (Extreme Programming), 
Loosely Coupled Architecture, JMS (Java Messaging Services) is desirable.  Must be 
able to communicate effectively both orally and in writing with all levels of staff.  Ability to 
elicit, analyze and evaluate user requirements for possible automated solutions.  Ability to 
access and arrange for training needs.  Ability to provide technical support for the 
agency's application users.  Provide teamwork support by expressing a collaborative 
attitude and sharing technical know-how.  Plus graduation from a college or university 
with major course work in computer science, mathematics, engineering or a related field 
is preferred, and experience related to the duties of these positions, or an equivalent 
combination of training and experience. 

7.3.2.2.   Compensation 
Social Services employees’ salaries are not keeping pace with compensation paid by other 
employers in Virginia, resulting in a competitive disadvantage for the VSSS and placing 
additional stress on a viable workforce.  As of June 30, 2004, the median salary for a state 
employee is $31, 902.00.  According to the Census Bureau of the U.S. Department of 
Commerce, the median income for a single person household in Virginia for FY 2006 is 
$37,282.  The following are salaries derived from current DSS postings: 

• Administrative and Office Specialist III - $21,543.00 
• Eligibility Worker - $24,235.00 
• Social Worker - $26,506.00 
• Self Sufficiency Case Specialist - $27,582.00 
• Senior Eligibility Worker - $27,745.00 
• Social Work Supervisor - $34,330.00 

7.3.3. Recruitment and Selection 
Localities noted difficult and lengthy hiring processes ranging from 3 to 6 months in duration 
to fill a single position resulting in increased caseload demands on existing staff.  Arising 
from the increased workload was a frustration level that increased proportionately with the 
length of time it took to fill the vacant position.   

7.3.4. Retention 
According to the 2004 – 2005 Workforce Planning Report Commonwealth of Virginia, more 
than 50% of state employees leave prior to 5 years of service.  This figure is consistent with 
information provided during the interview process, especially in larger jurisdictions.  During 
site visits and interviews, it was noted, anecdotally, that the reason for early termination was 
a high degree of “burn out” experienced by new employees.  For smaller jurisdictions, one 
reason cited for turnover is competition with larger, deviating localities that can compensate 
for the same job skills at a higher level of pay. 
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7.3.5. Local Employee Tracking System (LETS) 
LETS is the State’s electronic tracking system used to record demographics, retirement 
dates, track leave, compensation for all local personnel within VSSS.  LETS is the only 
source of auditable statewide data on local employees.  LETS is not routinely maintained by 
local agencies for any number of reasons cited in site visits, during information collection for 
the As Is Cost Baseline Study, and during HR interviews.  Navigation deficiencies were cited 
as the number one complaint.  For some agencies, the issue is that they must maintain 
personnel information in their local agencies systems, and LETS requires dual entry.   
 
For deviating agencies, the LETS system is rigidly designed to carry only State DSS 
classifications for local agencies.  The State’s DSS HR function must perform an “equating” 
procedure which attempts to compare the local agency’s classifications to the LETS 
classifications, and provide conversion instructions to the local agency on how to force their 
positions into the “right” LETS fields.  The end result of this situation is that, even if LETS 
was fully up to date, it would not provide auditable information about each local agency’s HR 
picture. 
 
An I.T. services overhaul initiative has been in place for two to three years, but the overhaul 
was put on hold pending migration to new database software.  The HR person with 
knowledge of LETS, assigned to carry out this overhaul was a casualty of the reduction of 
HR staff.  A new Service Request has recently been resubmitted.  This is a large proposed 
project, dependent upon the resources to complete the job properly.  

7.3.6. Awards/Incentive Programs 
Pay-for-Performance is the incentive program currently utilized by the VSSS.  It is a system-
wide incentive program with set targets and cascading performance goals designed to 
motivate individuals and engage all employees in specific behaviors related to improving 
productivity, reducing costs and enhancing customer service, which contributes to 
organizational effectiveness, if it is combined with a culture that encourages innovation. 

• Pay for Performance – It was noted throughout the interview process that the Pay-for-
performance system is the most predominant reward system used throughout the VSSS.  
Pay-for-performance has not been shown to meet performance improvement targets and 
is subject to funding availability throughout the State and local system.  Staff noted that in 
many instances, although they received a financial performance award, the locality was 
unable to meet the financial obligations of the reward.  The net result creates an 
atmosphere of widespread, unrecognized performance and not only mitigates the 
intended results but sets the stage for performance to reverse direction. 

• Federal Performance Awards – It was reported during interviews and site visits that 
although the State has received federal performance awards, neither the localities nor 
staff directly responsible for the results leading to the award were able to share in the 
award itself. 
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8. CONCLUSION 
The current model is not designed to effectively deliver services at either the State or 
localities.  Through the years, process has been piled upon process, leaving the entire 
Virginia Social Services System mired in inefficiency at nearly every level.  The effect of this 
evolution has been a gradual decrease in efficiency that leaves employees struggling to keep 
up with their workloads, and an organizational structure that relies on supervisors and mid-
level manages as the central repository for information.  Further, time devoted to working in 
out-dated, highly manual, largely redundant processes results in hidden costs to the agency.  
That is to say, time is money and time spent in working inefficiently ultimately costs the 
organization.  
 
VSSS has already recognized the need to make sweeping changes as evidenced by the 
organizational commitment of time, staff, and resources to this effort.  Additionally, the 
majority of staff members who were interviewed expressed willingness, even desire to push 
forward with change.  As the BPR Team moves into the next phase of the project, it will 
develop a model for a new way of doing business, one that will feature streamlined 
processes and more effective business methods.  Some of those processes will require a 
degree of automated support that is not currently available.  Some may, in fact, require that 
operational units (both state and local) accept totally new ways of conducting business.  The 
Change Management Plan will provide the road map for VSSS to move from the current 
environment to the newly developed business model.  The goal of the Change Management 
Plan is to identify and plan for incremental changes that in total will move the organization 
forward with as little trauma as possible.  While every effort will be made to minimize the 
impact to the organization, substantial changes must occur to achieve the business 
objectives established by the steering committee.  Every organization resists change; it is 
one of the basic precepts of human behavior.  If change is managed properly, it can be 
accomplished with few casualties.  However, the best plan is only as good as the 
organization’s ability to stay the course.  If VSSS is to realize the benefits that can be derived 
from making the investment in significant change, it is imperative that the organization and its 
leadership remain committed to seeing the plan through to its conclusion.  
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Appendix B 

Site Visits and Interviews 
 
 

Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

FAIRFAX Northern Region 6      
Eastern Region 6 03/24/05 7 Agency Director 
      IT Staff 
      Eligibility Supervisor 
      Call Center Supervisor 
      SPIDeR Pilot Lead 
      FC & CPSSupervisor 

NEWPORT NEWS 
  
  
  
  
  
  

      Adult Services Worker 
NORFOLK Eastern Region 6    Adult Services 
RICHMOND CITY Central Region 6      
CHESAPEAKE Eastern Region 5      
CHESTERFIELD/COL HGT Central Region 5      
HAMPTON Eastern Region 5      

Eastern Region 5 03/29/05 6 Agency Director 
      Assistant Agency Director 
      Senior Eligibility Worker 
      Benefits Ongoing Worker 
      Services Senior Worker 

PORTSMOUTH 
  
  
  
  
        CPS Worker 

Northern Region 5 04/07/05 5 Services Division Chief 
      Benefits Division Chief 

PRINCE WILLIAM 
  
        CPS Worker 
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

      Benefits Division I&R Staff   
        Benefits Worker 

Piedmont Region 5 04/07/05 7 Agency Director 
      TANF Supervisor 
      FC Worker 
      Eligibility Worker 
      Accounting Worker 
      Payments Supervisor 

ROANOKE CITY 
  
  
  
  
  
  

      FC Supervisor 
Eastern Region 5 03/31/05 5 Agency Director 
      FC Senior Worker 
      Eligibility and Ongoing 

Worker 
      Daycare Worker 

VIRGINIA BEACH 
  
  
  
  

      FC Worker 
ALEXANDRIA Northern Region 4      
ARLINGTON Northern Region 4      
CHARLOTTESVILLE Northern Region 4 05/05/05 1 Benefits Supervisor 

Piedmont Region 4 03/30/05 5 Agency Director 
      Eligibility Supervisor 
      Services Supervisor 
      Intake Worker 

DANVILLE 
  
  
  
        FC & Employment Svcs 

Worker 
Central Region 4 05/09/05 2 Chief Financial Officer HENRICO 

        Fiscal Manager 
Piedmont Region 4 03/31/05 5 Agency Director HENRY/MARTINSVILLE 

        Chief of Services 
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

      Chief of Benefits 
      FS Intake Worker 

  
  
        Services Intake Worker 

Piedmont Region 4 04/05/05 9 Agency Director 
      Agency Assistant Director 
      Client Services Supervisor 
      Benefits Worker 
      Eligibility Worker 
      CPS Supervisor 
      AS Senior Worker 
      IT LAN Administrator 

LYNCHBURG 
  
  
  
  
  
  
  
  

      IT Network Admin 
Assistant 

PETERSBURG Central Region 4      
Northern Region 4 03/26/05 4 Agency Director 
      Eligibility Supervisor 
      TANF Worker 

SHENANDOAH VALLEY 
  
  
        CPS Worker 
SUFFOLK Eastern Region 4      

Western Region 4 04/06/05 7 Agency Director 
      Agency Assistant Director 
      CPS Supervisor 
      CPS Investigator 
      Fiscal Agent 
      Eligibility Supervisor 

WISE 
  
  
  
  
  
  

      Eligibility Worker 
ACCOMACK Eastern Region 3      
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

ALBEMARLE Northern Region 3      
ALLEGHANY/COVINGTON Piedmont Region 3      
AMHERST Piedmont Region 3      

Piedmont Region 3 04/06/05 8 Agency Director 
      CPS Supervisor 
      Senior CPS Investigator 
      Finance Unit Supervisor 
      Finance Unit Manager 
      Finance Worker 
      Eligibility Supervisor 

BEDFORD 
  
  
  
  
  
  
  

      Eligibility Worker 
Western Region 3 04/07/05 9 Agency Director 
      APS Senior Worker 
      CPS Ongoing Worker 
      FC Supervisor 
      FC Worker 
      Office Manager 
      Eligibility Supervisory 
      Eligibility Worker 

BRISTOL 
  
  
  
  
  
  
  
  

      Eligibility Worker 
BRUNSWICK Central Region 3      
BUCHANAN Western Region 3      
BUCKINGHAM Piedmont Region 3      

Piedmont Region 3 03/31/05 4 Generic Supervisor 
      Eligibility Worker 
      FC Worker 

CAMPBELL 
  
  
        Intake Worker 
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

CAROLINE Central Region 3      
CARROLL Western Region 3      
CHARLOTTE Piedmont Region 3      

Northern Region 3 04/27/05 7 Agency Director 
      Screener 
      Intake Worker 
      APS Worker 
      ???? 
      CPS Investigator 
      Eligibility Worker 
     2 EZFiler Managing Partner 

CULPEPER 
  
  
  
  
  
  
  
  

      EZFiler Technical 
Development 

DICKENSON Western Region 3      
DINWIDDIE Central Region 3      
FAUQUIER Northern Region 3      
FRANKLIN CITY Eastern Region 3      
FRANKLIN COUNTY Piedmont Region 3      

Northern Region 3 03/28/05 3 Management Team 
      FC Worker 

FREDERICK 
  
        Ongoing Eligibility Worker 
FREDERICKSBURG Northern Region 3      
GILES Western Region 3      
GLOUCESTER Central Region 3      
GRAYSON Western Region 3      

Central Region 3 03/29/05 2 Agency Director GREENSVILLE/EMPORIA 
        Eligibility Worker 
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

HALIFAX Piedmont Region 3      
HANOVER Central Region 3      
HOPEWELL Central Region 3      
ISLE OF WIGHT Eastern Region 3 03/30/05 1 Eligibility Worker 
JAMES CITY COUNTY Eastern Region 3      
LEE Western Region 3      
LOUDOUN Northern Region 3      

Northern Region 3 03/29/05 5 Agency Director 
      Benefits Supervisor 
      Intake Supervisor 
      Services Supervisor 

LOUISA 
  
  
  
        Clerical Staff 
MANASSAS Northern Region 3      
MECKLENBURG Piedmont Region 3      
MONTGOMERY Western Region 3      
NORTHAMPTON Eastern Region 3      
ORANGE Northern Region 3      
PAGE Northern Region 3      
PATRICK Piedmont Region 3      
PITTSYLVANIA Piedmont Region 3      
PRINCE EDWARD Piedmont Region 3      
PULASKI Western Region 3      
ROANOKE COUNTY Piedmont Region 3      
ROCKBRIDGE Piedmont Region 3      
HARRISONBURG/ 
ROCKINGHAM 

Northern Region 3 04/18/05 4 Agency Director 
APS Worker 
2 Eligibility Workers 
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

RUSSELL Western Region 3      
SCOTT Western Region 3      
SHENANDOAH Northern Region 3      
SMYTH Western Region 3      
SOUTHAMPTON Eastern Region 3      
SPOTSYLVANIA Northern Region 3      
STAFFORD Northern Region 3 04/16/05 3 Director 

Food Stamp Worker 
CPS Worker 

SURRY Central Region 3      
Central Region 3 03/30/05 3 Agency Director 
      Eligibility Worker 

SUSSEX 
  
        Services Worker 
TAZEWELL Western Region 3      

Northern Region 3 03/27/05 4 Agency Director 
      Intake Worker 
      Adult Services Worker 

WARREN 
  
  
        Eligibility Supervisor 

Western Region 3 04/05/05 9 Agency Assistant Director 
      Office Manager 
      ??? 
      Receptionist 
      Screener 
      Services Supervisor 
      CPS Investigator 
      Benefits Supervisor 

WASHINGTON 
  
  
  
  
  
  
  
  

      Eligibility Worker 
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

WAYNESBORO Northern Region 3      
WESTMORELAND Central Region 3      
WINCHESTER Northern Region 3      

Western Region 3 03/29/05 2 Financial Worker WYTHE 
        Foster Care Worker 
YORK/POQUOSON Eastern Region 3      
AMELIA Central Region 2      
APPOMATTOX Piedmont Region 2      
BOTETOURT Piedmont Region 2      
CHARLES CITY Central Region 2      
CLARKE Northern Region 2      
CUMBERLAND Central Region 2      
ESSEX Central Region 2      
FLOYD Western Region 2      
FLUVANNA Northern Region 2      
GALAX Western Region 2      
GOOCHLAND Central Region 2      

Northern Region 2 03/28/05 
03/29/05 

2 Eligibility Worker GREENE 
  

      VIEW/Day Care Case 
Worker 

KING GEORGE Central Region 2      
LANCASTER Central Region 2      
LUNENBURG Piedmont Region 2      

Northern Region 2 03/29/05 6 Agency Director 
      FC Worker 
      Clerical Staff 

MADISON 
  
  
        Eligibility Worker 
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Locality Region Size Date Visited Number of 
People  

Shadowed/ 
Interviewed 

Programs Represented 

      FC & Adoption Worker   
        Daycare Worker 
MANASSAS PARK Northern Region 2      
MATHEWS Central Region 2      
MIDDLESEX Central Region 2      
NELSON Piedmont Region 2      
NORTHUMBERLAND Central Region 2      
NORTON Western Region 2      
NOTTOWAY Central Region 2      
POWHATAN Central Region 2      
PRINCE GEORGE Central Region 2      

Western Region 2 03/30/05 2 Financial Services Worker RADFORD 
        Senior Services Worker 
RICHMOND COUNTY Central Region 2 05/20/05 1 Agency Director 
WILLIAMSBURG Eastern Region 2      
BATH Piedmont Region 1      
BLAND Western Region 1      
CRAIG Piedmont Region 1      
HIGHLAND Northern Region 1      
KING AND QUEEN Central Region 1      

Central Region 1 03/29/05 3 Agency Director 
      Eligibility Worker 

KING WILLIAM 
  
        AS/VIEW/CC Worker 
NEW KENT Central Region 1      
RAPPAHANNOCK Northern Region 1      
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VSSS “as -Is” High -Level Adult Protective Services Investigation Process Flow
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VSSS "As-Is" Child Care Fiscal Process Flow
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EBT card 
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No action taken

No

Initiate Appeals 
process

Yes

Request 
case from 
records 
storage

Transfer benefits 
to EBT card

Client 
complies with 

request

Yes

Client does not 
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VSSS “As-Is” High-Level Food Stamp Intake Process Flow
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VSSS “As-Is” High-Level Foster Care Purchase of Services Process Flow

Approval of 
need

Enter billing 
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Billing 
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in local 
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Client data is 
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Service

Manual 
purchase 

order 
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Purchase 
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routed to 
supervisor 
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signature
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Supervisor 
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emergency 
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worker
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issued
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Purchase 
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routed to 
CFO for 
signature

Purchase 
order 

received by 
worker

Yes

Worker 
initiates 
follow-

up 
contact

No

CFO 
signs 

purchase 
order

CFO 
routes 

purchase 
order back 
to worker

Purchase 
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received by 
worker

No

Yes

Purchase 
order 

mailed to 
vendor

No

Purchase 
order 

received by 
vendor
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follow-up
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order
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Vendor 
signs 
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order
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Vendor 
mails 

invoice 
to 

worker

Worker 
receives 
invoice

Worker initiates 
contact with 

vendor

No

No

Purchase 
order is 
voided

Worker 
reconciles 
invoice & 
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Yes

Worker 
signs 

invoice

Worker 
routes 

invoice to 
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Supervisor 
signs 
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Supervisor 
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CFO 
receives 
invoice

CFO enters 
invoice into 
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for payment
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and check is 
generated

Check 
is 

signed 
by CFO

Check 
is 
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to 

Director 

Check is 
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by 
Director

Check 
is 

signed 
by 

Director

Check is 
routes to 
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Check is 
received 

by 
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Check is 
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to CFO
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check

CFO routes 
check for 
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processing

Clerk 
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receives 
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End of processYes
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contacts 
worker
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Worker 
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Worker 
locates failure 
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Worker 
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Check was 
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No

Worker 
initiates 

non-
receipt 
actionYes

Information is 
transferred to 
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Notes: This model assumes no discrepancies in invoicing or payments . 
           This model assumes hand-offs and signatures are handled upon receipt .  
           This model assumes no follow-up work except where otherwise noted .

 



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many.

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

1) Manage Human 
Resources

A.   Classification The study and review process, 
benchmarks, other agency classes is 
manual.  Once determined the 
information is carried in LETS.

A.   Compensation The study and review process, 
benchmarks, other agency classes is 
manual.  Once determined the 
information is carried in LETS.

C.   Recruitment and Selection
D.   Employee Relations
      a.  Grievances
      b.  EEO/ADA Compliance
      c.  Disciplinary Actions
      d.  Performance Management
E.   Benefits Tracking
      a.  Family/Medical Leave 
Tracking
      b.  Retirement Date Tracking
F.   Annual Compensation Review

Appendix D
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

2)  Records Preservation A.      Perform Creation - Indexing 100% manual; only exception is 
search in DSS systems for previous, 
current or connected records

Attaching a legacy number to a case 
entered into ADAPT or OASIS who 
assign their own system numbers; 
Some localities assign a third number 
that is that locality's only.

B.      Manage Active Files 100% manual Duplication of information in paper 
file and in information systems.

C.      Manage Case Transfers 100% manual Duplication of information in paper 
file and in information systems; 
Transfer policy is located in program 
policy (fragmented).

D.      Manage Closed Files - 
Retention, Purge and Archive

100% manual Potentially several files with same 
case name from different programs; 
Duplication of information within an 
information system; Lost files and 
duplication within the same program.

Records Preservation Appendix D2



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

3)  Deliver TANF Benefits A.       Perform Customer Contact Largely manual. Some data entry and 
lookup via the various systems, if a 
system exists for the program.

Replication of Information; Multiple 
handling of the same information; Re-
applications; Reception - Same unit 
of TANF service; Screening – Same 
unit of TANF service; Handwriting 
notice information; Multiple Case 
reviews; System Searches by 
multiple people on same case; Filling 
in search information on format; 
Evaluation form.

B.      Perform Intake For cases that are diversionary 
assistance
Phone Calls
Review budget and payment with 
client
Documentation
R&R and Informing
Researching Other Systems (SVES, 
VEC, APECS, VACIS)
Four-page evalulation form for 
documenting eligibility
Variety of paper forms signed by 
client

C.      Perform Issuance and 
Reconciliation

Local check issuance is manual
Manual recon on local checks

Affidavit – signatures on each of 
three pages
Data Collection and issuance 
reconciliation process

TANF 3 Appendix D



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

D.      Perform Case Management
Renewal recertification packet and 
prepare and address for mailing
Second interim report notices
Repetitive 10-day notices
Manual generation of documents 
(truant letters, request for verification)
Prepare notices for mailing and 
address
Manual adjustment to notices

Data collected and stored by other 
programs
Documentation copied by multiple 
programs
Multiple client appointments and 
visits for multiple programs
Managing multiple case records on 
the same person (Creating, filing, 
storing, purging)

E.       Perform Fiscal Activities LASER and other local system, 
and/or paper record keeping 
(ledgers), state functions; paper trail 
required for expenditures; paper trail 
includes copies of transactions in 
client file, warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

F.       Perform Claims (Over-
Underpay)

Notice to client
Collection if client no longer on aid
Cases tracked by taxation
Review and decision
Notice

Repeated notices
Number of different systems for 
claims management and tracking

G.      Administer Appeals Manual communication between 
assigned workers.
Information is retrieved from ADAPT, 
VaMMIS, Local systems, but must be 
printed and copied to create a paper 
appeal summary with supporting 
paper documentation.
Manual write-ups/summaries.

Replication of the case record
Creation of an appeals summary
Re-entry/re-typing appeal 
information– including summary
Rescheduling appeal
Re-noticing parties

H.       Administer Fraud Investigation Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation
multiple systems.

TANF 4 Appendix D



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

I.         Perform Training 90% is manual training, inclusive of 
new worker and ongoing.

Training the trainers
Photocopying
Same topics covered in multiple 
courses
Cancelled classes require re-
registering
Localities may develop own training

J.      Perform Forms and Brochure 
Management Except for multi-part forms which are 

still in physical formats and brochures 
which have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

K.       Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process.
Paper copies may be produced and 
distributed within local agencies as a 
backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue
Replication of Information
Re-writes
Review process, including all 
handoffs 

L.        Perform Statistical Reporting All reporting is manual. Information 
can be retrieved from ADAPT but has 
to be printed and/or manually re-
created to complete statistical 
reports. 

Entering information in multiple 
systems and creating a paper report.

M.      Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

N.       Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables.
Three different receivable systems at 
the State-level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

4)  Deliver VIEW Services A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

B.      Perform Intake Initial referral at TANF approval to 
signing of agreement of personal 
responsibility (APR) and signature on 
Activity and Service Plan.  Referral is 
system generated (ADAPT) following 
TANF approval; remainder is manual.

Completion of self-assessment form, 
which includes duplication of 
demographics and other client 
information; Some redundancies in 
the information gathered in the 
benefit interview and initial 
assessment interview for VIEW; A 
benefits and a VIEW worker 
duplicating information in separate 
paper files/separate responsibilities in 
ADAPT/ESPAS.

C.      Perform Case Management ESPAS (subsystem in ADAPT) 
entering and maintaining client-
specific data for employment services-
15% systems; ongoing follow-up on 
assigned activities and participation, 
career counseling, identifying and 
coordinating supportive service 
needs- 85% manual.

Duplication of information in all 
service areas within the agency
Multiple case files   
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

D.      Coordinate / Provide Supportive 
Services

Purchase through service payment.  
100% manual for the worker, 
identifying, negotiating, completing 
authorization for service and 
completing the payment authorization 
forms.  Fiscal- local systems and 
Laser.

Another paper file on each participant
Additional database tracking with 
same basic information on the client 
(ADAPT and ESPAS with additional 
info)
Number of handoffs
Outdated purchase order policy - i.e. 
required number of signatures before 
actual payment

E.      Job Development 100% manual.  Identification of and 
placement for sites for CWEP, FEP, 
OTJ, and job opportunities. Local 
databases may be utilized.

Duplication of information; Multiple 
systems; Multiple case files

F.      Develop Supportive Services 100% manual.  Identification of client 
needs and establishing 
contracts/agreements with providers 
for service.

G.      Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

H.       Administer Appeals Manual communication between 
assigned workers
Information is retrieved from ADAPT, 
VaMMIS, Local systems, but must be 
printed and copied to create a paper 
appeal summary with supporting 
paper documentation
Manual write-ups/summaries

Replication of the case record
Creation of an appeals summary
Re-entry/re-typing appeal 
information– including summary
Rescheduling appeal
Re-noticing parties

I.         Administer Quality Assurance

VIEW 8 Appendix D



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

J.        Perform Training 90% is manual training, inclusive of 
new worker and ongoing.

Training the trainers
Photocopying
Same topics covered in multiple 
courses
Cancelled classes require re-
registering
Localities may develop own training

K.      Perform Forms and Brochure
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

L.        Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process.
Paper copies may be produced and 
distributed within local agencies as a 
backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue
Replication of Information
Re-writes
Review process, including all 
handoffs 

M.      Perform Statistical Reporting All reporting is manual. Information 
can be retrieved from ADAPT and 
ESPAS but has to be printed and/or 
manually re-created to complete 
statistical reports 

Entering information in multiple 
systems and creating a paper report.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

N.       Perform Grants Management 100% manual.  Localities write an 
annual plan for service provision 
under the TANF grant yearly.  Some 
localities apply for additional 
resources through grants to provide 
enhanced services for this 
population.  Reporting for grants 
generated with information collected 
from ESPAS and locally developed 
systems. 

O.      Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables.
Three different receivable systems at 
the State-level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

5)    Deliver Food Stamp 
Benefits

A.      Perform Outreach Distributing applications and 
information brochures; Plan and 
implement community events; Phone 
calls.

B.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

C.      Perform Intake R&R and Informing; Researching 
Other Systems (SVES, VEC, APECS, 
VACIS); Four-page form for 
documenting eligibility; Variety of 
paper forms signed by client; 
Documentation and Phone calls.

Handwriting on notices generated by 
ADAPT due to limited reason 
selections; Completing paper 
application then entering information 
into ADAPT; Documenting search 
results on evaluation and screen 
prints in the file; Multiple case 
reviews.

D.      Issue EBT Internal action forms; Vault card logs; 
Pickup logs.

Replacement:
Two separate people involved in 
pulling card and attaching benefits 
apart from the eligibility worker. Use 
of multiple manual logs

E.      Expedite Food Stamp Issuance 
& Reconciliation

Notice to update if less than 6 days 
remain for issuance.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

F.      Perform Case Management Renewal/recertification packet and 
prepare and address for mailing; 
Second interim report notices, 
repetitive 10-day notices; Manual 
generation of documents ( letters, 
request for verification); Prepare 
notices for mailing and address; 
Manual adjustment to notice.

Same data collected and stored by 
multiple programs; Documentation 
copied by multiple programs; Multiple 
client appointments and visits for 
multiple programs; Managing multiple 
case records on the same person 
(creating, filing, storing, purging); 
Multiple follow-ups required for 
interim reporting.

G.      Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

H.       Perform Claims (over-
underpayment)

Notice to client; Collection if client no 
longer on aid; Cases tracked by 
taxation; Review and decision;
Notice.

Repeated notices; Number of 
different systems for claims 
management and tracking.

I.         Administer Appeals Manual communication between 
assigned workers; Information is 
retrieved from ADAPT, VaMMIS, 
Local systems; but must be printed 
and copied to create a paper appeal 
summary with supporting paper 
documentation. Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal;
Re-noticing parties.

J.        Administer Quality Assurance Information is retrieved from ADAPT, 
VaMMIS, Local systems; but must be 
printed and copied to create a paper 
QA file. Local agencies must 
additionally copy case file material to 
allow for case mgt during the QA 
review, and as a backup for 
potentially lost files.

Second case file; Copied case 
related documentation for review by 
QA; Copied and stored verifications 
by locality in local office; Lost record 
restoration.

K.       Administer Fraud Investigations Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

L.        Perform Training 90% is manual training, inclusive of 
new worker and ongoing.

Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

M.      Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online. 
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

N.       Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies may be produced and 
distributed within local agencies as a 
backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

O.      Perform Statistical Reporting All reporting is manual. Information 
can be retrieved from ADAPT but has 
to be printed and/or manually 
recreated to complete statistical 
reports. 

Entering information in multiple 
systems and creating a paper report.

P.       Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Q.      Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
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Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

6)  Deliver FSET (Food 
Stamp Employment & 
Training)

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake Initial assessment through 
assignment to job search.

Completion of two assessment forms 
which include duplication of 
demographics and other client 
information; Some redundancies in 
the information gathered in the 
benefit interview and initial 
assessment interview for FSET; A 
benefits and a FSET worker 
duplicating information in separate 
paper files.

C.      Perform Case Management Maintaining client-specific data for 
employment services. Ongoing follow-
up on assigned activities and 
participation, career counseling, 
identifying and coordinating 
supportive service needs.

Duplication of information in all 
service areas within the agency; 
Multiple case files; Separation of 
FSET from VIEW; Separate pots of 
money and workers.

D.      Coordinate/Provide Supportive 
Services

Purchase through service payment.  
100% manual for the worker, 
identifying, negotiating, completing 
authorization for service, and 
completing the payment authorization 
forms. Fiscal- local systems and 
Laser.

Number of handoffs; Outdated 
purchase order policy - i.e. required 
number of signatures before actual 
payment.
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E.       Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

F.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

G.      Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

H.       Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

I.         Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually re-created to complete 
statistical reports.

Entering information in multiple 
systems and creating a paper report
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J.        Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

P.       Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems. Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State-level that must be fed 
manually.
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Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

7)  Deliver General Relief 
Benefits

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake Application; Evaluation; 
Documentation; Notices; Checklists; 
Forms used to provide verifications 
residence, medical); R&R and 
Informing; Researching Other 
Systems (SVES, VEC, APECS, 
VACIS); Purchase of service orders 
(burials).

Replication of information for various 
cases; Notices; Multiple case 
reviews; System searches by multiple 
people; Manually documenting 
search information.

C.      Perform Case Management Renewal recertification packet and 
prepare and address for mailing; 
Manual generation of documents 
(medical form review, request for 
verification); Prepare notices for 
mailing and address; Evaluation; 
Researching Other Systems (SVES, 
VEC, APECS, VACIS); 
Documentation.

Multiple medical requests; Purchase 
of service; Data Collection; Copying; 
Multiple appointments and visits for 
various programs; Managing multiple 
case records on same person.

D.      Perform Purchase of Services Manual purchase of service orders 
(prescriptions).

Multiple case action forms to cover 
multiple vendors.

E.      Perform Issuance and 
Reconciliation

Case action forms; Notices with SSI 
(interim assistance); Payment 
histories for SSI.

Multiple requests for medical forms; 
Multiple handoffs of the case action 
form; Signatures; Data collection; 
Issuance reconciliation process.
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F.       Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

G.      Administer Fraud Investigations Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

H.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

I.         Perform Claims (Overpay / 
Collections)

Notice to client; Collection if client no 
longer on aid; Cases tracked by 
taxation; Review and decision; 
Notice.

Repeated notices; Number of 
different systems for claims 
management and tracking.

J.        Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

K.      Perform Forms and Brochure
Management Except for multi-part forms which are 

still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.
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L.        Manage Policy Policy is available online, but is not 
up-dated real time; policy 
development is a manual process; 
Paper copies may be produced and 
distributed within local agencies as a 
backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

M.      Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually re-created to complete 
statistical reports.

Entering information in multiple 
systems and creating a paper report.

N.       Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

O.      Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

8)  Deliver Energy 
Assistance Benefits

A.      Perform Outreach/Intake/Case 
Management

Application to approval/denial; Local - 
Manually key information into the 
VACIS system for Payment; State - 
Partially manual.

Not able to make a change in the 
system, so must manually fill out form 
and courier or fax to State to fix; If 
client states they did not receive their 
pre-approved application, then the 
LDSS must send out another 
application to them. Responses to 
vendors and clientsNotices sent to 
client and local agency, as well as 
being found in the system; Multiple 
systems with same client information; 
FUEL—1. Local agency sends 
authorization to State; 2.Client 
Notices and authorizations are mailed 
out; 3. State sends Warrant register 
to Treasury Office to cut check; 4. 
Treasury sends warrant register to 
Department of Accounts who actually 
cut the check; 5. Warrant register is 
sent back to the Home Office 
(Finance Office).
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6. Checks are sent to vendors or 
clients; 7. State sends TD to Local 
agency advising of payment; 8. State 
sends Notice of Payment to client 
and Local agency.

Application to approval/denial; Local - 
Manually key information into the 
VACIS system for Payment; State - 
Partially manual.

CRISIS & COOLING—1. Local 
agency sends authorization and 
itemized bill amount to the Home 
Office. Same as above for all steps.

C.       Administer Fraud Investigations Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

D.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

E.       Perform Training Completely manual. Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

F.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.
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G.      Manage Policy Policy is available online, but is not 
updated real-time; Policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

H.       Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually re-created to complete 
statistical reports.

Entering information in multiple 
systems and creating a paper report.

I.         Perform Grants Management
100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

J.        Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

9)  Deliver Medicaid 
Benefits

A.      Perform Outreach 100% manual – Paper applications 
and forms used.  Mail and 
Photocopying are a major part of the 
outreach sub-process.

Duplicate application; Duplicate 
request for verfications.

B.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple logs - mostly manual; Manual 
evaluation form; Re-evaluation of 
covered groups; Screening by 
multiple people; Re-enter of case 
data into local system (dependent on 
locality).

C.      Perform Intake 60% Automated; 40% Manual – 
Interactive interviews and other 
ADAPT processes is the major part of 
this sub-process, Manual paper 
evaluations are completed in addition 
to ADAPT transactions, Notices and 
worksheets for non-ADAPT cases are 
all manually completed.

D.      Perform Case Management Paper case files. Multiple logs; Manual re-evaluation; 
Re-entrance of case data into local 
system (depending on locality); 
Multiple client contacts with worker, 
Information sent from DMAS, HMO 
and DSS; Duplication of review 
information sent; Copies for the file; 
Reviews related to FAMIS eligible 
children that are attached to active 
Medicaid cases – handled at the CPU 
as well.
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E.       Administer Appeals Manual communication between 
assigned workers; Information is 
retrieved from ADAPT, VaMMIS, 
Local systems; but must be printed 
and copied to create a paper appeal 
summary with supporting paper 
documentation; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal
Re-noticing parties.

F.       Administer Quality Assurance Information is retrieved from ADAPT, 
VaMMIS, Local systems; but must be 
printed and copied to create a paper 
QA file. Local agencies must 
additionally copy case file material to 
allow for case mgt during the QA 
review, and as a backup for 
potentially lost files.

Second case file; Copied case 
related documentation for review by 
QA; Copied and stored verifications 
by locality in local office; Lost record 
restoration.

G.      Perform Training Phase I training is paper.  Policy 
training is primarily a manual and 
paper process with minimal coverage 
of ADAPT and VACIS systems 
training.

Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

H.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

I.         Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 
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J.        Perform Statistical Reporting All reporting is manual. Information 
can be retrieved from VaMMIS and 
ADAPT but has to be printed and/or 
manually recreated to complete 
statistical reports.

Entering information in multiple 
systems and creating a paper report.

K.       Manage Grants 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

L.        Manage Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems. Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

10)  Deliver Other State 
Medical Services

A.      Perform Outreach 100% manual – Paper applications 
and forms used.  Mail and 
Photocopying are a major part of the 
outreach sub-process. Online 
applications must be printed and 
signed before submitting.

Duplicate application; Duplicate 
request for verifications.

B.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

C.      Perform Intake 60% Automated; 40% Manual – 
Interactive interviews and other 
ADAPT processes is the major part of 
this sub-process, Manual paper 
evaluations are completed in addition 
to ADAPT and VaMMIS transactions, 
Notices and worksheets for non-
ADAPT cases are all manually 
completed; Paper case files.

Copies of case record; Manual 
evaluation of eligibility.

D.   Retention/Case Management  Duplicate requests for completion of 
review and request for verifications.

E.      Transfer of Responsibility Manual process requires copying 
case record material to be transferred 
to CPU. VaMMIS information can be 
changed directly or through ADAPT.

Numerous re-applications; Transfer 
of cases repeatedly; Different 
systems cause repeated entering of 
client information; More copies 
created for the file; Courier process.
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F. .     Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

F.       Administer Quality Assurance
G.      Perform Training Local Agency Policy training is 

primarily a manual and paper process 
which includes  ADAPT and VaMMIS 
systems training. No state policy 
training available.

Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

H.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online. 
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion. 
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

I.         Manage Policy Policy is available online, but is not 
up-dated real time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

J.        Perform Statistical Reporting All reporting is manual. Information 
can be retrieved from VaMMIS and 
ADAPT but has to be printed and/or 
manually recreated to complete 
statistical reports.

Entering information in multiple 
systems and creating a paper report.

Other State Medical Services 93 Appendix D



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

M.      Manage Grants 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

N.       Manage Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many

Program-driven Business Sub-Process If largely manual work, describe Redundancy/

11) Deliver State and 
Local Hospitalization 
Services

A.      Perform Outreach 100% manual – Paper applications 
and forms used. Mail and 
Photocopying are a major part of the 
outreach sub-process.

Duplicate applications; Duplicate 
gathering of information.

B.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

C.      Perform Intake 60% Automated; 40% Manual – 
Manual paper evaluations are 
completed in addition to VaMMIS 
transactions, Notices and worksheets 
for cases are all manually completed.

Reapplication required for recipients 
after 180 days.

D.      Perform Purchase of Services Manual payment for annual local 
responsibility made to DMAS from 
City/County Finance (For All Cases).

E.      Perform Case Management Paper case files. Local Agency SLH Caseworker; 
Local Agency Med Caseworker or 
Closed Record Room.

F.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.
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G.     Perform Forms and Brochure
Management Except for multi-part forms which are 

still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

H.       Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

I.         Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Entering information in multiple 
systems and creating a paper report.

J.        Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

K.       Perform Financial Accounting DMAS systems manage billing and 
the real-time remaining account 
balances for SLH expenditures, also 
calculates annual local percentages.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State-level that must be fed 
manually.
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Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

12) Manage Auxiliary 
Grants

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake No automated support; manual 
processes throughout including 
computation, logging, output, notices, 
reporting, policy not online and is 
outdated.

Similar Information handling between 
social workers and eligibility workers; 
Both are handling information that 
may be known in other programs.

C.      Perform Case Management Annual reviews are manual, none of 
process is supported by automation, 
manual ongoing case assignment 
and logging, communication to 
services worker is manual, manual 
notices, manual reporting.

Information handling between social 
workers and eligibility workers; 
Handling information that may be 
known in other programs; Duplication 
of services that can be provided by 
other resources.

D.      Issue Payments Transmittal to fiscal is manual, locally 
designed form for payment 
generation, handwritten notices, 
paper checks, manual submission for 
reimbursement.

E.   Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

E.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

F.       Administer Fraud Investigation Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

G.      Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

H.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

I.         Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

J.        Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

K.       Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

L.        Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems. Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

13) Deliver Child Care 
Services and Assistance

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake Application for Assistance; Face-to-
face screening; Key benefit history 
into VACIS; Search Oasis, Adapt, 
VEC, DMV, VACIS, APECS, SLH, 
FSP, SVES; Screen prints; File set-
up; Potential eligibility determination.

Potential recipient has to return for 
second appointment with 
verifications; Income verifications 
may be the same requested by 
another program; Information 
requested is repetitive of information 
requested within benefits programs 
and vice versa; System input 
duplicates information in other 
systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

C.      Perform Case Management Determines eligibility; Assessments; 
Service Plans; Verifications; 
Application for Assistance; ADAPT, 
DMV, DCSE, VEC, SVES, VACIS, 
SLH, APECS; Day Care Contract; 
Computation Worksheet; Notice of 
Limited Funding for Child Care 
Assistance; Changes; Financial 
Management; Tracking 
Expenditures/mo.; Recruiting 
Vendors; Reassessments; 
Community Coordination; 
Repayments; Service Payments; 
Notice of Action; Education & 
Training; Consumer Training; 
Parental Responsibilities; 
Termination/Aftercare; Purchase 
Orders; Invoices; Provider of Care 
Information pamphlet; Child Day 
Care; Parent Responsibilities 
information sheet and Manual list of 
daycare providers.

Accounting process; Verifications; 
Interviews; Replication of information 
for various cases; Duplicative data 
handling; Multiple notices; Multiple 
case reviews; System searches by 
different people; Manually 
documenting search information.

D.      Purchase of Services Grant or deny assistance; 
Recommendation/Decision on 
Eligibility; Case Action; Compute 
Grant (Assistance Plan); Fiscal

E.   Perform Fiscal Activities LASER and other local system, 
and/or paper record keeping 
(ledgers), state functions; paper trail 
required for expenditures; paper trail 
includes copies of transactions in 
client file, warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

E.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

F.       Administer Fraud Investigations Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

G.      Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

H.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

I.         Policy Management Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

J.        Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

K.       Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

L.        Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems. Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually; For Day Care reporting, 
entry is made to LASER and the 
Interim Child Care system which is 
not different data.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

If largely manual work, describe 
briefly

14) Deliver Child 
Protective Services

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake Complaint received via hotline, 
community, or mandated reporter; 
Search Oasis, Adapt, VEC, DMV, 
VACIS, school data base, CANIS; 
Hotline inbox complaints; Screen 
prints; Referral, completes SDM 
screening tool; Referral for 
investigation or assessment.

Handwritten referral and data entry 
into OASIS referral screen; Brief 
interview with child over phone to 
confirm validation; Supervisor sign off 
on the Referral or SDM override.

C.      Perform Family Assessment Initial Assessment, Safety 
Assessment , Safety Plan, Protective 
Agreement, Family Needs 
Assessment, Family Services 
Document, OASIS Risk Assessment 
and SDM Risk Assessment summary, 
Petition court, staffing with 
supervisor, assignment log.  

Initial Safety Assessment and Safety; 
Assessment for SDM; Risk 
Assessment for SDM and OASIS; 
Family Needs Assessment form 
completed while talking to client and 
then information re-entered into 
OASIS; Tags and 10-day pending 
letter; Closing screen in OASIS; 
Entering demographic information in 
Oasis when information already in 
ADAPT; Notifying the alleged abuser 
verbally and in writing.

CPS 104 Appendix D



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

D.      Perform Investigation Case log to generate monthly report, 
brochure. Communicate with 
Residential facilities, medical 
personnel, schools, other jurisdictions 
or court; parents, alleged 
abuser/neglector, victims,  siblings, 
collateral and non-collateral 
interviews; policy, police department, 
home visits, medical reports, photos, 
consent agreement/release of 
information, Family team meetings, 
Child Abuse Program, other 
resources.  Case documentation, 
phone calls, follow-ups, Appeals, 
Courtesy interviews, Military Family 
Advocacy Program, foster care, 
vendors, CPS Ongoing, police 
department, child care.  Referral for 
services referral to 
preservation/ongoing, preliminary, 
copies of other requests (contacts) to 
abuser/neglector.

E.      Respond to/Initiate Court 
Proceedings

Affidavit, Preliminary Protective 
Order, trial, Legal Request for 
Services, Protective order, 
Preliminary Removal Order, 
Emergency Removal Order, Letter of 
disposition, copies of other requests 
(contacts) to abuser/neglector.

F.      Purchase of Services Purchase Orders Number of handoffs; Outdated 
purchase order policy - i.e. required 
number of signatures before actual 
payment; Manual preparation of 
invoice; P.O. keyed in by another 
unit.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

G.   Case Management Case documentation, phone calls, 
follow-ups, Appeals, Courtesy 
interviews, Military Family Advocacy 
Program, foster care, vendors, CPS 
Ongoing, police department, child 
care.  Referral fro services referral to 
preservation/ongoing, preliminary, 
copies of other requests (contacts) to 
abuser/neglector.

H.      Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

I.       Administer Quality Assurance
J.         Administer Appeals Generate report from OASIS; 

Forward to Alleged Abuser/ 
Neglector; Forward copy of 
investigation to Appeals Officer; 
Present information and investigative 
evidence; Manual communication 
between assigned workers; Manual 
write-ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

K.        Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

L.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality

M.        Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

N.      Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

O.       Perform Grants Management
100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

P.      Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

15) Deliver Child and 
Family Services

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake All activities in response to the trigger 
for the service to client through 
obtaining the authorized signature 
accepting the service(s) or court 
order inclusive of assessment.

Paper case file and OASIS or VACIS 
case file; The OASIS and VACIS 
case will not stand alone.

C.      Perform Case Management Depending on which system is used, 
could be all manual (VACIS) or 
partially manual with the use of 
OASIS.

Multiple copies of case information 
for multiple entities for making 
referrals; Paper file that supports the 
OASIS record; Decision-making as to 
whether this case should be opened 
on OASIS or VACIS; CSA process; 
Information provided to other 
agencies verbally, but then having to 
fax and send hard copies of the same 
information; Providing the same 
information to referral sources even 
when they have received 
request/information from the client; 
Other agencies Consent to Exchange 
Information--will not accept Local 
DSS form; Information in benefit 
systems that cannot be drawn over 
into the services side causing the 
client to provide that information 
again. 
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

D.      Perform Purchase of Services LASER and other local system, if 
there is one, or paper.

E.       Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

F.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

G.      Administer Quality Assurance
H.       Perform Training No online training materials; no 

systems training (i.e. mostly soft skills 
training).

Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

I.         Perform Forms and Brochure 
Management

Local production of similar or 
augmenting information, based on 
the philosophy of the locality

J.        Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

K.       Perform Statistical Reporting Action Due reports from VACIS or 
OASIS; 95% electronic system 
generated; quarterly reports VACIS; 
annual report –manual- imported to 
state.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

L.        Perform Grants Management
100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

M.      Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

16) Deliver Foster Care 
Benefits

A.      Perform Intake Initial Contacts: Court Order, 
Volunteer Entrustment, private 
placement or Non-custodial 
agreement.  Basic case and client 
data entered in OASIS and legacy 
system.  Majority of process is 
manual.  Payment.

Replication of Information; Multiple 
handling of the same information; Re-
applications; Reception - Same unit 
of TANF service; Screening – Same 
unit of TANF service; Handwriting 
notice information; Multiple Case 
reviews; System Searches by 
multiple people on same case; Filling 
in search information on format; 
Evaluation form.

B.      Perform Case Management Caseload Management Reports are 
generated from old legacy system.  
EW is responsible for Case 
maintenance.  No automated support. 
Legacy system used to Update case 
and client changes.  Renewal 
process is manual  Notices and forms 
are manual .   

Data collected and stored by other 
programs; Documentation copied by 
multiple programs; Multiple client 
appointments and visits for multiple 
programs; Managing multiple case 
records on the same person 
(Creating, filing, storing, purging).

C.      Perform Purchase of Services Manual Process.  Payments are 
issued from a variety of local 
systems.

Replication of Information; 
Duplicative information handling; Re-
applications; Reception; Screening; 
Handwriting notice information; 
Multiple Case reviews; Searches - 
system; Filling in search information; 
Evaluation form.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

D.       Perform Fiscal Activities LASER and other local system, 
and/or paperrecord keeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

E.       Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

F.      Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

G.       Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

H.         Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

I.        Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

J.       Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems. Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process
Sub-Process directly addresses the needs of 

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

17) Deliver Foster Care 
Services

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

B.      Perform Intake Non-custodial or transfer of custody 
to DSS to initial service plan; OASIS 
covers 90%  of work; manual 
includes payment process (CSA or 
Title IVE), eligibility for Medicaid, Title 
IVE.

Verifications for Title IV-E eligibility 
already in FC file, but must be copied-
- may be in another eligibility file but 
must be copied for IV-E file; IFSP for 
CSA is shortened version of Foster 
Care Service Plan with child and 
family demographic information 
added, all this information is in 
OASIS; CAFAS(12 pages) has no 
value in case management but is 
required by CSA; Assessment 
information in CPS - OASIS record 
does not transfer into OASIS foster 
care record; CSA referral form and 
IFSP have duplicative information.

C.      Perform Case Management Include court decisions and 
proceedings to permanent placement; 
85% OASIS; manual includes POS, 
letters, referrals.

CSA - IFSP quarterly; CAFAS.

D.      Perform Purchase of Services CSA and Local – Locally purchased 
systems and LASER; 50% paper at 
minimum.

Foster Care Services 114 Appendix D



As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

E.       Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

F.     Recruit and Retain Foster Care 
Providers

25% OASIS; balance is paper – 
application, training, home study 
process is manual.

Much of compliance checklist (paper) 
is repeated in OASIS; Liaison work 
sometimes duplicates foster care 
worker's responsibilities - adding a 
middle man until issues are 
resolvedIformation on Foster Homes 
is in OASIS but not used.

G.      Perform Quality Assurance
H.       Administer Appeals Manual communication between 

assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

I.         Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

J.        Perform Forms and  Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

K.       Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

L.        Perform Statistical Reporting OASIS provides Federal reporting 
data; LASER provides IVE payment 
data; Foster Parent data is manual; 
respite is manual.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

M.      Perform Grants Management
100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

N.       Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems. Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.

--------- Adoption Process ----------
O.      Perform Customer Contact Largely manual.  Some data entry 

and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

P.      Register Child for Adoption Child's information is in OASIS but 
there is no mechanism to synthesize 
information into a social history; 
Adoption manual repeats the 
termination process that is in foster 
care manual.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Q.     Perform Case Management Search for biological parents through 
final adoption; primarily  OASIS; 
however, all forms for subsidy is 
paper

R.      Purchase of Services LASER and local systems; primarily 
paper.

S.       Perform Fiscal Activities LASER and other local system, 
and/or paper recordkeeping (ledgers), 
state functions; paper trail required 
for expenditures; paper trail includes 
copies of transactions in client file, 
warrant registers. 

Duplicate data entry in multiple 
systems - both manual and 
automated.

T.       Administer Quality Assurance Preservation of records.
U.       Administer Appeals Manual communication between 

assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

V.       Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

W.    Perform Forms and Brochure
Management Except for multi-part forms which are 

still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

X.       Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

Y.       Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

Z.       Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

AA.  Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

18) Deliver Adoption 
Services

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems, if 
a system exists for the program.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Home Study Request or a court order to 
completion of the home study; 80% 
manual (in some agencies 100%); 
20% system (OASIS).

Review by Supervisors, Home Office 
staff, and by the judge for same 
issues.

C.      Perform Case Management Interlocutory period 3 visits in a 6-
month period and report to court – 
100% manual.

D.       Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

E.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

F.       Manage Policy Policy is available online, but is not 
updated real-time; Policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

G.      Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

H.       Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

19) Deliver Adult Services A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake Referral – Client Contact/application 
to eligibility determination by social 
services worker – eligibility 
determination results in a coded level 
of service/assessment of services 
needed.

Replication of information handling; 
Re-key information taken onsite; In-
home Screening; Handwriting notice 
information; System searches 
completed according to permissions 
granted; Manual completion of search 
information; Evaluation form.

C.      Perform Case Management All manual. Data collected and stored by other 
programs; Documentation copied by 
multiple parties; Multiple case files; 
Purchase of Services procedures
Re-keying of information, as well as 
the number of copies required by 
other agencies (Assessments--UAI); 
Handwritten notices; Managing 
multiple case records on the same 
person (creating filing, storing and 
purging issues).

D.      Perform Purchase of Services LASER and other local system and/or 
paper.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

E.       Perform Fiscal Actities Some automation via locally 
implemented accounting systems and 
LASER.  A significant amount of 
duplicate data entry is involved.

Duplicate data entry in multiple 
systems - both manual and 
automated.

F.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries; Action Due reports 
from VACIS; 95% electronic system 
generated; quarterly reports VACIS; 
annual report –manual- imported to 
state.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

G.      Administer Fraud Investigations Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

H.       Perform Training No online training materials; no 
systems training.

Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

I.         Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
which have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

J.        Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

K.       Perform Statistical Reporting Action Due reports from VACIS; 95% 
electronic system generated; 
quarterly reports VACIS; annual 
report –manual- imported to state.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

L.        Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

M.      Perform Financial Accounting LASER and other local systems, 
state functions; paper trail (ledger) 
required for expenditures; paper trail 
includes copies of transactions in 
client file, warrant registers. 

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State-level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

20) Deliver Adult 
Protective Services

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake Receipt of complaint to validation; 
Manual form (APS Report); initial 
data entry into VACIS. 

Demographic entry on VACIS and on 
APS report; System searches 
completed according to  permissions 
granted; Information in benefits 
information systems not transferable 
to an information system for APS.

C.      Perform Investigation (court 
orders)

To findings/all manual except 
disposition into VACIS.

UAI is manual - UAI collects 
information that is not always needed 
and is duplicated in other areas of the 
case file and may be duplicated 
transferring from paper to 
downloaded version; Multiple 
agencies investigating the same 
complaint from slightly different 
perspectives - rarely do joint 
investigations; Unable to transfer 
information to other agency programs 
except manually; Manual disposition 
also put into VACIS.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

D.      Perform Case Management 
(court orders)

All manual. Case closure both manually and in 
VACIS; Duplication of services that 
can be provided by other resources.

E.      Perform Purchase of Services LASER and other local system and/or 
paper.

F.       Perform Fiscal Activities Some automation via locally 
implemented accounting systems and 
LASER.  A significant amount of 
duplicate data entry is involved.

Duplicate data entry in multiple 
systems - both manual and 
automated.

G.      Perform Training No online training materials; no 
systems training.

Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

H.       Perform Forms and Brochure 
Management

Except for multi-part forms which are 
still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

I.         Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 

J.        Perform Statistical Reporting Action Due reports from VACIS; 95% 
electronic system generated; 
quarterly reports VACIS; annual 
report –manual- imported to state.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

K.       Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

L.        Perform Financial Accounting LASER and other local system if one 
exists, state functions; paper trail 
required for expenditures; paper trail 
includes copies of transactions in 
client file, warrant registers/ 

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

21) Deliver Refugee Services A.       Perform Customer Contact Largely manual. Some data entry and 
lookup via the various systems.

Multiple contacts for the same 
information; Multiple contacts on the 
same issue; Repeated handoffs for 
specialized services; Duplicate 
requests and processes.

B.      Perform Intake Initial referral to approval/denial of 
application. 100% manual other than 
local systems.

Replication of Information; Multiple 
handling of the same information; Re-
applications; Reception - Same unit 
of TANF service; Screening – Same 
unit of TANF service; Handwriting 
notice information; Multiple Case 
reviews; System Searches by 
multiple people on same case; Filling 
in search information on format; 
Evaluation form.

C.      Perform Case Management Ongoing follow up to case closure.  
100% manual other than local 
systems. 

Data collected and stored by other 
programs; Documentation copied by 
multiple programs; Multiple client 
appointments and visits for multiple 
programs; Managing multiple case 
records on the same person 
(Creating, filing, storing, purging).

D.      Perform Issuance and 
Reconciliation

Local check issuance is manual in 
some localities; Manual recon on 
local checks.

Affidavit – signatures on each of 3 
pages; Data Collection and issuance 
reconciliation process.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

E.       Perform Fiscal Activities Some automation via locally 
implemented accounting systems and 
LASER.  A significant amount of 
duplicate data entry is involved.

Duplicate data entry in multiple 
systems - both manual and 
automated.

F.       Administer Fraud Investigations Manual referrals to Fraud 
Investigator.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

G.       Administer Appeals Manual communication between 
assigned workers; Manual write-
ups/summaries.

Replication of the case record; 
Creation of an appeals summary; Re-
entry/re-typing appeal information– 
including summary; Rescheduling 
appeal; Re-noticing parties.

H.      Perform Claims 
(Underpayment/Overpayment)

Notice to client; Collection if client no 
longer on aid; Cases tracked by 
taxation; Review and decision; 
Notice.

Repeated notices; Number of 
different systems for claims 
management and tracking.

I.       Perform Training Training the trainers; Photocopying; 
Same topics covered in multiple 
courses; Cancelled classes require re-
registering; Localities may develop 
own training.

J.        Perform Forms and Brochures
Management Except for multi-part forms which are 

still in physical formats and brochures 
that have unique publishing needs, 
State forms have been put online.  
PDF forms are not fillable and must 
be printed and completed by hand; 
local agencies create their own paper-
based forms for hand completion.  
Most local agencies still maintain a 
forms storage and inventory function.

Local production of similar or 
augmenting information, based on 
the philosophy of the locality.

K.        Manage Policy Policy is available online, but is not 
updated real-time; policy 
development is a manual process; 
Paper copies are may be produced 
and distributed within local agencies 
as a backup during system failures.

Policy development by different 
workgroups related to same policy 
development issue; Replication of 
Information; Re-writes; Review 
process, including all handoffs. 
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

L.       Perform Statistical Reporting Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.

M.        Perform Grants Management 100% manual.  Localities write 
annual plans yearly.  Some localities 
apply for additional resources through 
grants to provide enhanced services.  
Reporting for grants generated with 
information collected from state and 
locally developed systems.

N.      Perform Financial Accounting Supported by several systems, 
include the State system (LASER), 
locally implemented systems, and 
county/city systems.  Duplicate data 
entry if frequently required in the 
multiple systems.

There is manual information handling 
component for all paper-based 
reporting formats such as Grant 
Reporting and State receivables; 
Three different receivable systems at 
the State level that must be fed 
manually.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

22) Deliver Repatriation 
Assistance

A.       Perform Customer Contact Largely manual.  Some data entry 
and lookup via the various systems.

B.      Perform Intake/Case 
Management

Notification with identifying 
Information and numbers expected 
(needs, etc.) and assign 
responsibilities.

C.      Perform Issuance and Benefit 
Services

Local check Issuance is manual; 
Manual recon on local checks.

D.      Administer reporting, accounting, 
and reimbursement

Most reporting is manual. Information 
can be retrieved from some systems, 
but often has to be printed and/or 
manually recreated to complete 
statistical reports. Billing for 
reimbursement is direct from the local 
agency to the federal government; a 
manual procedure.

Repetitive contacts to worker caused 
by lack of documentation; Multiple 
systems.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each

Legend Sub-Process is Unique to Business Process

Sub-Process directly addresses the needs of 
the specific business process, but is common 

to many

Program-driven Business 
Process

Sub-Process If largely manual work, describe 
briefly

Redundancy/
Duplication

23) Deliver Quality 
Management Evaluation

A.      Perform QM Self-Assessment

B.      Perform QM Reporting

C.      Perform QM Monitoring

D.      Perform QM Onsite Reviews

E.      Perform QM Review Committee 
Activities

Several like activities within QM; 
Statistical reporting from program 
specific systems; Self-Assessment; 
Monthly Reporting; Ongoing 
monitoring; Data exists to provide the 
means for measuring ongoing quality 
and performance management.

Aside from extraction of some 
information from ADAPT and OASIS 
for web-based online reporting, QME 
is largely a manual process.
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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As Is Analysis
Identification of Processes and Sub-Processes and Statement of Issues Related to Each
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Exercise 3 — Sub-process Name: Adoption – Perform Case 
Management 

 
Context Diagram 

 

Purpose:
• Provide services to support 

bonding of the family; 
• complete court processes

Trigger:
• Completion of 

home study; 
• Receipt of 

Interlocutory Order

Inputs:
• 1. Interlocutory Order/

further custody order/
ICPC supervision 
request; 

• 2. Home Visits; 
• 3. Client interviews 

(parents, child); 
• 4. Collateral 

interviews/reports (ie., 
school, mental health, 
employer, other 
associated LA);

• 5. ICPC 
correspondence

Outputs:
ADOPTION: 
• 1. Acknowledgement of 

Receipt; 
• 2. Report of Visitation; 
• 3. Certificate of Visitation; 
• 4. Narrative of contacts; 
• 5. Receipt of fee; 
• 6. Notice of Action to close; 
• 7. Closure in VACIS or 

OASIS   
ICPC/CUSTODY CASES:
• 1. Notice of Action to close; 
• 2. Service plan; 
• 3.Progress Reports, if 

requested; 
• 4. Narrative of Contacts; 
• 5. Correspondence; 
• 6. Closure in VACIS or 

OASIS

Outcome:
ADOPTION: 
• Final Order of Adoption 

and no further request 
for services;  

ICPC: 
• Notice to close case ; 
• services completed ; 
CUSTODY CASE: 
• Court order finalizing 

custody or releasing 
agency from 
reponsibility ; 

• services completed Handoffs:
ADOPTIONS:
• 1. Mail Clerk  
• 2. Supervisor  
• 3. Worker  
• 4. Supervisor  
• 5. Director  
• 6. Courier Services 
• 7. HO Mail room 
• 8. Adoption Reports staff   
• 9. Mail clerk  
CUSTODY HOME STUDIES: 
• 1. Mail clerk  
• 2. Supervisor  
• 3. Worker  
• 4. Supervisor  
• 5. Mail Clerk    
ICPC: 
• 1. Mail clerk. 
• 2. Supervisor; 
• 3. Worker; 
• 4. Supervisor; 
• 5. Courier Service  
• 6. HO Mail room   
• 7. ICPC office  (Correspondence 

back is the reverse process)

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
ADOPTIONS ONLY: 
• Purge information 

already held by 
Adoption Reports; 

• remaining data mailed 
via Courier Service to 
HO Adoption Reports 
for storage on 
microfiche (after local 
worker removes all 
staples and paper clips)

• Receipt of payment 
from client if applicable

Cost Drivers:
• Completely paper 

system,
• courier service, 
• labor intensive, 
• travel expense and time

Integral Process:
• Training
• Program policy
• Fiscal process

Peripheral Process:
• Court system; 
• Legislature; 
• Custody Home Studies may 

include other LA's or other 
states

Redundancies:
ADOPTIONS ONLY:
• Review by Home Office 

staff and by the judge 
for same issues (often 
the local and state staff 
are more 
knowledgeable about 
adoption law than 
attorneys and 
sometimes judges); 

Issues
• No system support; 

generic policy is 
outdated

Number of Client 
Visits
• Varies depending upon 

case and client; 
• majority done in the 

client's home
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 Exercise 4 — Sub-process Name: Adoption – Perform Case 
Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 100% manual/paper system. 
• Training is limited and not available when needed. 
• Policy does not reflect code changes made in the last five years; generic policy is 

outdated (1998 last update). 
• All correspondence with Home Office is paper and by courier; could be 

electronically transmitted through email. 
• No training coordination with court and legal professions. 
• ICPC policy needs to be expanded to include expectations with regard to home 

study content, follow-up reporting expectations.  There is nothing in policy at this 
time. 

 
2. Existing Outputs 
 

• Forms provided by State in Forms Drawer are not templates; are not current or 
accurate. 

• No apparent value for Certificate of Visitation that is completed. 
 
3. Current Information System 
 

• No system support for program. 
• VACIS is limited to only demographic info; has no value. 
• OASIS not set-up for these types of cases at this time. 

 
4. Current Outcome 

• Paper intensive. 
 
 

Exercise 5 — Sub-process Name: Adoption – Perform Case 
Management 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Currently are spreading generic policy out to each individual program and it is 
“disappearing”. 

 
2. Existing Issues that will be corrected by the “change in progress”. 
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• It is applied to individual programs – adoption services, etc. – and is more 
specific to that program.  

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Continues the stovepipe mentality. 
 
 

Exercise 6 — Sub-process Name: Adoption – Perform Case 
Management 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining): 
 

• Many hand offs due to involvement of State Office.  
• Inconsistencies about using VACIS or OASIS for limited data entry.  
• Limited staffing in ICPC and Adoption Reports. 
• Storage of adoption records results in blurred and unreadable information.  
• Staffing to handle policy development and updates. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization): 
 

• Home Office attitude. 
• Separation from Court system continues in these programs; there is joint work 

with Courts in Foster Care. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods): 
 

• ICPC is an ivory tower – untouchable and always right. 
• Judges are omnipotent. 
• Home Office has control and LA’s must comply  (particularly ICPC). 

 
 

Exercise 7 — Sub-process Name:  Adoption – Perform Case 
Management 

 
CYCLE TIME  
Circuit Court –Interlocutory period last 6 months 
Custody cases – varies  
 
ELAPSED WORKLOAD 
Average 10 hours  
Custody – varies 
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1. How does the culture contribute to the efficiency/inefficiency of the Sub-process?: 
 

• Because of the sporadic nature of these services, expertise is often limited 
particularly in adoptions. 

• Training – skills and policy – is infrequent or not available – it does not have the 
urgency of services like Foster Care and CPS. 

 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs: 
 

• Relationships developed between workers, attorneys, and judges. 
• LA worker often becomes the local expert – particularly in smaller localities. 

 
3. Describe the significant variations observed during local visits: 

 
• Placement of this service varies from unit to unit from one agency to another 

depending upon size and setup. 
• Some agencies have put the forms on computer as templates and have updated 

the information on them (primarily the Code of Virginia references). 
• Some agencies have used email to transmit and receive parent questionnaires 

and information. 
 
 

Exercise 8 — Sub-process Name: Adoption- Perform Case 
Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model: 
 

• Templated and updated forms. 
 
 

Exercise 9 — Sub-process Name: Adoption – Perform Case 
Management 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Provide updated training on a regular schedule. 
• Provide skills training, including interpretation of the Code. 
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• Begin dialogue with the VA Supreme Court about joint training for workers, 
judges and attorneys. 

 
2. Existing Outputs 
 

• Update and template forms – distribute to all agencies.  
• Review forms and eliminate those that are redundant or unnecessary; 

consolidate where possible.  
 
3. Current Information System 
 
4. Current Outcome 
 

• Writing skills training – emphasis on concise, grammatically correct and 
professional appearance. 

 
 

Exercise 10 — Sub-process Name: Adoption – Case 
Management 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Systems access locally with Central Registry and State Police Criminal Records 
• Supportive technology that allows for electronic transmission of reports, home 

studies to Home Office and Court Systems. 
• Electronic education program on adoption for clients/potential clients on DSS 

web site with questionnaire and DSS home study verification checklist. 
 
2. Outputs 
 

• Automated logs and calendars. 
• Reports and documentation electronic. 

 
3. Outcomes 
 

• Systems link between DSS and Court System to transfer reports. 
 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• System link with Court systems statewide. 
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 Exercise 3 — Sub-process Name: Adoption – Perform Home 
Study 

 
Context Diagram 
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Purpose:
• Insure the appropriateness 

of an adoption/custody 
placement and provide 
services to support the 
bonding of family

Trigger:
• Order of 

Reference from 
Circuit Court, 

• court order for 
custody home 
study, or 

• request for home 
study for parental 
placement 
adoption

Inputs:
• 1. Order of Reference/court 

order/service application / ICPC 
request and reports; 

• 2. client attorney info; 
• 3. interview with parents/family; 
• 4. observation of home 

environment; 
• 5. References; 
• 6. Criminal Record check; 
• 7. CPS Central Registry check; 
• 8. parent questionnaire (includes 

background, employment, family, 
finances, parenting ideas, 
community activities , health, 
marriage(s), demographics); 

• 9. Possible interview with 
biological parents, if applicable ; 

• 10. Code of Virginia research; 
• 11. Birth Parent Consents, if 

applicable

Outputs:
NOS. 1-8 ARE ADOPTION; 
NOS. 2 , 7,8 ARE CUSTODY 
HOME STUDIES AND ICPC 
REQUESTS
• 1. Acknowledgement of 

Receipt of Court Order; 
• 2. Home Study/Report of 

Investigation; 
• 3. Certificate of Service; 
• 4. Commissioner's 

Confidential Report 
• 5. Birth Parent Identifying 

Information form ;
• 6.  Certificate of Exchange 

of Information between 
Birth and Adoptive Parents; 

• 7.  Data entry into OASIS or 
VACIS for tracking (there 
appears to be confusion on 
which system to use), 

• 8. Narrative of contacts
• 9. Determination of fee

Outcome:
• Home study/Report of 

Investigation; 
• Final Order of Adoption 

(on some adoptions) or 
Order of Reference Handoffs:

ADOPTIONS:
• 1. Mail Clerk  
• 2. Supervisor  
• 3. Worker  
• 4. Supervisor  
• 5. Director  
• 6. Courier Svs  
• 7. HO Mail room 
• 8. Adoption Reports staff   
• 9. Mail clerk  
CUSTODY HOME STUDIES: 
• 1. Mail clerk  
• 2. Supervisor  
• 3. Worker  
• 4. Supervisor  
• 5. Mail Clerk    
ICPC REQUESTS: 
• 1. Mail clerk  
• 2. Supervisor  
• 3. Worker 
• 4. Supervisor 
• 5. Courier Service  
• 6. HO Mail Room  
• 7. ICPC specialist 
• 8. HO Mail Room 
• 9. LA Mail clerk 
• 10. Supervisor 
• 11. Worker

Incoming – Other 
System:
• DSS Data systems search

Outgoing – Other 
System:
• None

After Work:
ADOPTIONS/ICPC:
• Home Office staff 

review documents; 
• If concerns, written 

notice is sent to LA 
worker (through the 
courier service) where 
corrections are made 
and re-submitted to all 
parties  

CUSTODY HOME STUDY: 
• None
• Receipt of payment 

from client if applicable

Cost Drivers:
• Completely paper 

system,
• courier service, 
• cost of criminal record 

checks and Central 
Registry checks, 

• labor intensive; 
• travel expense and time
• Multiple copies of 

reports and forms

Integral Process:
• Training
• Program policy
• Fiscal process

Peripheral Process:
• Court system; 
• Legislature; 
• Custody Home Studies may 

include other LA's or other 
states

Redundancies:
ADOPTIONS ONLY:
• Review by Home Office 

staff and by the judge 
for same issues (often 
the local and state staff 
are more 
knowledgeable about 
adoption law than 
attorneys and 
sometimes judges);  

Issues
• 1.  Legal code is 

complicated and can be 
confusing (different 
rules for different 
things); 

• 2. Training is not 
available when needed; 
3. No system support 

• 3. ICPC - no standard 
for what is expected 
from local agency

Number of Client 
Visits
• Varies depending upon 

case and client; 
• majority done in the 

client's home

 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 8  

 

 Exercise 4 — Sub-process Name: Adoption – Perform Home 
Study 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 100% manual/paper system. 
• Training is limited and not available when needed. 
• Policy does not reflect code changes made in the last five years. 
• All correspondence with Home Office is paper and by courier; could be 

electronically transmitted through email. 
• No training coordination with court and legal professions. 
• No training on parental placement adoptions. 

 
2. Existing Outputs 
 

• Forms provided by state in Forms Drawer are not templates, are not current and 
are not accurate. 

• No apparent value for Certificates of service that are completed (part of report). 
• Commissioner’s Report information is duplicated in the Report of Investigation. 

 
3. Current Information System 
 

• No system support for program. 
• VACIS is limited to only demographic info; has no value. 

 
4. Current Outcome 
 

• Too many possibles for adoption – depending upon type of adoption; entry can 
go from two separate levels of the court system; no generalized code for 
exceptions; no policy to assist worker in determining how it should be handled. 

• Home Office Expectation that local workers should be able to instruct lawyers 
and judges in the correct application of the Code of Virginia.  

 
 

Exercise 5 — Sub-process Name: Adoption – Perform Home 
Study 

 
Define the following for the existing Sub-Process: 
 
1. Changes to the Sub-process that are currently underway in the Department. 
 
2. Existing Issues that will be corrected by the “change in progress”.  
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3. The “change in progress” cannot be immediately or cannot completely correct the 
issue that has prompted the change due to the following barriers/limitations: 

 
Exercise 6 — Sub-process Name: Adoption – Home Study 

 
Define the following for the existing Sub-Process: 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Many hand-offs due to involvement of State Office.  
• Process can be protracted because locals (DSS) do not have direct access to 

Central Registry and Criminal Record checks – courier service and mail – two to 
eight weeks wait. 

• Inconsistencies about using VACIS or OASIS for limited data entry.  
• Limited staffing in ICPC and Adoption Reports. 
• Storage of adoption records results in blurred and unreadable information.  

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Home Office attitude. 
• Separation from Court system continues in these programs; there is joint work 

with Courts in Foster Care (in developing procedure and training). 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• ICPC is an ivory tower – untouchable and always right. 
• Judges are omnipotent. 
• Home Office has control and LA’s must comply  (particularly ICPC). 

 
 

Exercise 7 — Sub-process Name:  Adoption – Perform Home 
Study 

 
CYCLE TIME  
Circuit Court – maximum 90 days from Order of Reference 
Custody cases – varies with court order 
 
ELAPSED WORKLOAD 
Average 20 hours  
Custody – average 20 hours 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Because of the sporadic nature of these services, expertise is often limited 

particularly in adoptions. 
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• Training – skills and policy – is infrequent or not available – it does not have the 
urgency of services like Foster Care and CPS.  

• Large amounts of time spent researching code, negotiating with attorneys to 
pursue appropriate actions for their particular adoption. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships developed between workers, attorneys and judges. 
• LA worker often becomes the local expert – particularly in smaller localities. 

 
3. Describe the significant variations observed during local visits: 

 
• Placement of this service varies from unit to unit from one agency to another 

depending upon size and setup. 
• Some agencies have put the forms on computer as templates and have updated 

the information on them (primarily the Code of Virginia references). 
• Some agencies have used email to transmit and receive parent questionnaires 

and information. 
 
 

Exercise 8 — Sub-process Name: Adoption- Perform Home 
Study 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Templated and updated forms. 
• Use of email for transmission and receipt of parent questionnaire. 

 
 

Exercise 9 — Sub-process Name: Adoption – Perform Home 
Study 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Provide updated training on a regular schedule. 
• Provide skills training, including interpretation of the Code. 
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• Begin dialogue with the VA Supreme Court about joint training for workers, 
judges, and attorneys. 

• Provide template developed under state contract (statewide) for workers’ use. 
 
2. Existing Outputs 
 

• Update and template forms – distribute to all agencies.  
• Review forms and eliminate those that are redundant or unnecessary; 

consolidate where possible.  
 
3. Current Information System 
 
4. Current Outcome 
 

• Writing skills training – emphasis on concise, grammatically correct and 
professional appearance. 

 
Exercise 10 — Sub-process Name: Adoption – Home Study 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Systems access locally with Central Registry and State Police Criminal Records. 
• Supportive technology that allows for electronic transmission of reports, home 

studies to Home Office and Court Systems (Juvenile and Circuit). 
• Electronic education program on adoption for clients/potential clients on DSS 

web site with questionnaire and DSS home study verification checklist. 
• Electronic training/education for workers and attorneys. 

 
2. Outputs 
 

• Automated logs and calendars. 
• Reports and documentation electronic. 

 
3. Outcomes 
 

• Systems link between DSS and Court System to transfer reports. 
 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• System link with Court systems statewide. 
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Exercise 3 — Sub-process Name: Adult Services—Case 
Management 

 
Context Diagram  

 
Purpose:
• Maintain the case, 
• assist adults to ensure 

appropriate services are 
provided in a timely manner

Trigger:
• Intake approval for 

services with case 
assignment to case 
closure

Inputs:
• Policy , 
• Client information, 
• Client circumstance (income, 

household comp, relationship), 
• Needs
• Interviews
• GAL reports
• Medical reports
• Eligibility info

Outputs:
• narrative, 
• Service plan, 
• Guardianship petition, 
• DMAS 96
• Assessment for companion services
• Referrals for services, 
• Data shared with other agencies, 
• Documentation, 
• Reports--Fiscal/Case management,
• Vendor agreements

Outcome:
• Provide services as 

requested / needed to the 
client

Handoffs:
• 1. Intake Worker  
• 2. Clerical/Supervisor  
• 3. Ongoing worker  
• 4. Clerk for storage of closed case

Incoming – Other 
System:
• none

Outgoing – Other System:
• none

After Work:
• Identify new worker or jurisdiction 

and send file if requested.  
• Close case on VACIS.  
• Un-encumber POSO.

Cost Drivers:
• PAPER, Duplicate processes, 
• Specialization , 
• Lost files , 
• HAND-OFFS, 
• Potential errors due to the large 

amount of manual processes, 
• Facility storage, 
• Transportation costs, 
• Faxing and phoning, 
• Overtime/Comp time
• Duplicated services by other agencies
• Other than data entry, work is done in 

the field
• Legal services

Integral Process:
• Training, 
• Appeals, 
• Policy , 
• Reporting, 
• Accounting
• Purchase of services

Peripheral Process:
• Community Based Services, 
• Referral for additional 

benefits and services, 
• APS, 
• Assisted Living Facilities , 
• Nursing Homes, 
• Personal Care Services /

waiver

Redundancies:
• Data collected and stored by 

other programs.
• Documentation copied by 

multiple parties.  
• Multiple case files .  
• Purchase of Services 

procedures.  
• Re-keying of information, as 

well as the number of copies 
required by other agencies 
(Assessments - UAI). 

• Handwritten notices.  
Managing multiple case 
records on the same person 
(creating filing, storing, and 
purging issues)

• Automated case management 
system and paper file

• Duplication of services by other 
agencies (AAA) Issues

• PAPER DRIVEN SYSTEM, 
• Automation non-existent, 
• Inability to store, share, and 

transfer confidential information 
within and outside the agency by 
systems

• Dual files

Number of Client 
Visits
• Face to face or 

telephone contact 
required every three 
months.  

• Variable--client initiated 
visits .  

• Intensive intervention 
services require 
monthly visits .
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 Exercise 4 — Sub-process Name: Adult Services—Case 
Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Work process slowed due to lack of automation. 
• Accuracy of Information captured due to hand-offs. 
• Paper-based Process. 
• System non-existent (system implementation in progress). 
• Recognition of the needs for the individual or household; tend to view program 

requirements.  Client needs are molded to fit program, not vice-versa. 
• Large investment of time locating or generating resources. 
• Large amount of time spent networking for a small return. 
• 90% of the work is done in the field with no tools to make this efficient – all 

documentation is locked into the office. 
 
2. Existing Outputs 
 

• Forms are not automated.  
• Paper intensive process. 
• Storage required paper files until purge process initiated. 
• UAI is templated; however, it must be entered, cannot be interactive. 

 
3. Current Information System 
 

• Outdated legacy system is the system of record; no helpful management reports. 
• Inability to store information or documentation. 
• Manual Evaluation required.  
• Local information system has case management feature, but still maintains paper 

files. 
 
4. Current Outcome 
 

• Insufficient data sharing mechanism. 
• Documentation not standard with respect content and format. 
• Labor intensive. 

 
Exercise 5 — Sub-process Name: Adult Services—Case 

Management 
 
Changes to the Sub-process 
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Define the following for the existing Sub-process: 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Implementation of automated Adult Services System.  
 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• The majority of the paper processes will be eliminated. 
• Intake process will be automated.  
• Ongoing case management functionality. 
• Information sharing will be facilitated.  
• Reporting.  
 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Due to Limited Information relating to the new system: we cannot evaluate.  
• Does not appear that new system is truly integrated (stovepipe). 
• Still will require data entry rather than interactive entry. 

 
 

Exercise 6 — Sub-process Name: Adult Services—Case 
Management 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining): 
 

• Training – ongoing or refresher. 
• Conversion process unknown with regards to the new system. 
• Access may be limited to program area with the new system.  
• Inquiry function may not be universal based on historical processes. 
• Redheaded stepchild of DSS. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization): 
 

• Low priority for funding, resources, advocacy, splitting state funding and 
resources into DSS and area agency on aging. 

• Population itself – difficulties with mobility, understanding, unavailable to 
advocate for themselves. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods): 
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• Program separation from Benefit. 
• Information Sharing with other pertinent parties (EW function). 
• Misconception of the definition for confidential data. 
• Squeaky wheel gets the grease. 

 
 

Exercise 7 — Sub-process Name: Adult Services—Case 
Management 

 
CYCLE TIME / CULTURAL 
CYCLE TIME   
n/a 
 
ELAPSED WORKLOAD 
n/a 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Misconception of the definition for confidential data. 
• Causes us not to manage with same function by service worker and eligibility 

worker.  
• Documentation processes are not standardized due to the historical procedures 

for dictation and utilizing clerks to perform this function.  
• No focus or support on this area that limits the worker’s ability to obtain services. 
• Not getting return on investment of worker time and work from payments by 

DMAS for AG and nursing home assessments. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs: 
 

• Oral communication between the eligibility worker and service worker. 
• Basic understanding of the roles and responsibilities for every worker in the 

agency. 
• Responsive nature of the staff (team work). 
• Informal training for eligibility and service programs within local departments. 
• Establishment of networks to secure information or solve problems. 
• Combining adult services and adult eligibility into one division. 

 
3. Describe the significant variations observed during local visits: 

 
• Variation within the local departments for job functions with respect to intake and 

ongoing. 
• Co-location of eligibility and service workers.  
• Utilization of case aids to complete narratives and purchase of services orders. 
• Planning district support meeting among AS/APS workers. 
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Exercise 8 — Sub-process Name: Adult Services—Case 

Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Utilization of the new system. 
• Co-location of eligibility and service workers to facilitate communication; establish 

team specific to service needs.  There is an adult division that combines eligibility 
and service workers to better serve the client’s needs. 

• When appropriate, consolidate the intake and ongoing function.  
• Shadowing staff across programs to enhance working knowledge of the 

enterprise.  
• Client-centric credo throughout the enterprise.  
• Provide Informational pamphlets about additional benefits and services at the 

initial contact. 
• Informal support groups among AS/APS workers in same planning district. 
• Use of Americorp grant position to help clients that do not fit categories/limits for 

service position needs and other resources available in community. 
• Adult foster care. 
• Automated case management tool. 
• Care network – tighter case management.  
• Services paid for cluster care or task paid care basis rather than hourly – saves 

money and is more efficient. 
• Local training initiatives. 

 
 

Exercise 9 — Sub-process Name: Adult Services—Case 
Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• New system should solve the majority of automation needs. 
• Train all workers to use new system and identify inefficiencies.  
• Establish statewide format for documentation. 
• Co-location of eligibility and service workers to facilitate information sharing.  
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• Joint training for new workers for both services and eligibility. 
• Joint training with workers for resource and agencies. 
• Cross-pollination of services and eligibility statewide. 

 
 
2. Existing Outputs Sharing  

• Ad hoc reporting (new system should do). 
• 100% referral for all services and benefits based on conditions and 

circumstances. 
 
 
3. Current Information System 
 

• Non-existent.  
 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Adult Services —Case 
Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Reformat policy manuals to Include policy links in the online system. 
• Offer best practices online; links to code of Virginia applicable sections. 

 
2. Outputs 
 

• Central location for permanent verification.  
• Single point-of-entry for demographic information across all programs, 
• Fully automate all notices, correspondence, formatted forms and fully automate 

all payment calculations and fiscal management. 
 
3. Outcomes 
 

• Involve the client in the referral process as appropriate.   
• Worker advocacy model should be established and advocated throughout the 

enterprise. 
 
4. Use of Technology 
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• One method for entering and capturing info one-time and sharing across all 
aspects of the enterprise. 

• Links with sister agencies like AAA and Dept. of Health. 
• Full automation of repetitive, manual process. 
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 Exercise 3 — Sub-process Name: Adult Services Intake 
 

Context Diagram 
 

Purpose:
• To complete assessment 

and determine services 
needed for individuals that 
are aged or disabled

Trigger:
• Request for 

services (from 
Community, APS, 
SW/EW, Family 
Member / 
Designated Rep, 
Client) Inputs:

• Policy
• Client Personal Info
• Client Circumstance
• Income
• Needs
• DSS system search 

results 
• application

Outputs:
• Notice of Action for Service 

Programs
• Services Provided 
• Referrals
• Data sharing other process or 

agencies
• Case Documentation
• Narrative
• Eligibility determination form
• Assessment UAI

Outcome:
• Services accepted or 

declined
• Approval to ongoing 

case  manager

Handoffs:
• Receptionist / Report 
• Intake Worker/Administrative
• Clerical/EW 
• Supervisor/Case Worker
• Clerical support
• On-going worker
• Supervisor Approval/Services
• Case Worker
• Ongoing Worker

Incoming – Other 
System:
• SVES Outgoing – Other 

System:
• Local Systems 

After Work:
• Copying for file
• Maintaining multiple 

agency lists
• Documentation
• List and log books
• Prep of Transfer Form

Cost Drivers:
• Paper
• Duplicated Processes 

(with benefits)
• Duplicated Logs and 

lists
• Specialization
• Lost Files
• Hand Offs
• Error Potential
• Facility Storage
• Training in Procedure
• Transportation Costs
• Faxing and Phoning
• Client Complaints
• Overtime/Comp 
• Travel time 
• other than data entry, 

work is done in the field
• Legal services
• Duplicate files

Integral Process:
• Fraud
• Appeals
• Policy
• Training
• Benefits program
• APS

Peripheral Process:
• Housing
• Assisted Living 
• Nursing Home 
• Personal Care
• SSA
• Mandated Reporters
• AAA
• Ombudsman
• Law enforcement
• Health department
• MHMRSAS
• Licensing
• Hospitals

Redundancies:
• Replication of 

Information
        Handling
• Reception - Same unit 

of service
• Re-key information 

taken onsite
• In home Screening –

Same unit of service
• Handwritten notice of 

action 
• Searches – system 

completed according to  
access provided

• Evaluation form
• Case management 

system and paper file

Issues:
• Automation -

Nonexistent 
• Inability to transfer and 

store confidential 
information 

• Paper based processes
• Inadequate sharing of 

information within local 
agency benefits worker 
SW and EW

Number of 
Client Visits:
1 - Home visit 
conducted to complete 
initial assessment
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 Exercise 4 — Sub-process Name: Adult Services Intake 
 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Too many hand-offs in the process – the larger the agency the more the hand-
offs. 

• Work process slowed to lack of automation. 
• Accuracy of Information captured due to hand-offs and systems not talking or no 

automation. 
• Paper-based Process. 
• Statewide system non-existent (system implementation in progress). Local 

agency may have local systems. 
• Recognition of the needs for the individual or household; tend to view program 

requirements (client needs are molded to fit programs not vice-versa). 
• 90% of work is done in the field with no tools to make this efficient. 
• All documentation is locked into the office. 

 
2. Existing Outputs 
 

• Forms are not automated.  
• Paper intensive process. 
• UAI is long and not user-friendly, expensive to copy, expensive to buy. 

 
 
3. Current Information System 
 

• Outdated legacy system is the system of record – no management reports that 
are helpful. 

• Inability to store information. 
• Manual Evaluation required.  
• Local information system has case management feature but others maintain 

paper files. 
 
 
4. Current Outcome 
 

• Insufficient data sharing mechanism. 
• Documentation not standard with respect to content and format. 
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Exercise 5 — Sub-process Name: Adult Services Intake 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Implementation Adult Services System.  
• (Believe this will be included in new information system for APS). 

 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• The majority of the paper processes will be eliminated. 
• Intake process will be automated.  
• Ongoing case management functionality. 
• Information sharing will be facilitated.  
• Reporting.  
 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Due to Limited Information relating to the new system: we cannot evaluate.  
• Does not appear that new system is truly integrated (stovepipe). 
• Conversion process unknown.  
• Access may be limited to program area with the new system.  
• Inquiry function may not be universal based on historical processes. 

 
 

Exercise 6 — Sub-process Name: Adult Services Intake 
 
Define the following for the existing. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Training – new worker only; no ongoing refresher. 
• Little resources have been focused on this program – does not have pressure of 

Feds on it and the population is aging rapidly. 
• No prevention efforts. 

 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• The loss of concept that aging and elderly is as vulnerable as children. 
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• Large number of shared responsibilities with other entities – health department, 
local hospitals, AAA, ombudsman, licensing, MHMRSAS, law enforcement and 
SSA. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Program separation from Benefit. 
• Information Sharing with other pertinent parties (EW function). 
• Misconception of the definition for confidential data. 

 
 

Exercise 7 — Sub-process Name: Adult Services Intake 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
n/a 
 
ELAPSED WORKLOAD 
n/a  

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Misconception of the definition for confidential data. 
• Documentation processes are not standardized due to the historical procedures 

for dictation and utilizing clerks to perform this function.  
• In some localities, communication is better between eligibility and services 

because they each find the other vital to the completion of their tasks.  
Resources are limited; this population is limited by their growing disabilities. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs: 
 

• Oral communication between the eligibility worker and service worker. 
• Basic understanding of the roles and responsibilities for every worker in the 

agency. 
• Responsive nature of the staff (team work). 
• Informal training for eligibility and service programs within local departments. 
• Establishment of networks with other resources to secure information or solve 

problems. 
 
3. Describe the significant variations observed during local visits: 

 
• Variation within the local departments for job functions with respect to intake and 

ongoing. 
• Co-location of eligibility and service workers.  
• Utilization of case aids to complete narratives and purchase of services orders. 
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Exercise 8 — Sub-process Name: Adult Services Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Utilization of the new system. 
• Co-location of eligibility and service workers to facilitate communication. 
• When appropriate, consolidate the intake and ongoing function.  
• Shadowing staff across programs to enhance working knowledge of the 

enterprise.  
• Client-centric credo throughout the enterprise.  
• Provide Informational pamphlets about additional benefits and services at the 

initial contact. 
• All adult workers trained and skilled in NH/assisted living and personal care. 
• Local training initiatives. 
• Services paid on cluster care or task paid care basis rather than on hourly basis 

– efficiently saves money. 
• Foster care for adults. 
• Care network – tighter case management for targeted population that is harder to 

serve (60 and older two targeted ADLS within income limits). 
 
 

Exercise 9 — Sub-process - Name: Adult Services Intake 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• New system should solve the majority of automation needs. 
• Train all workers to use new system and identify inefficiencies.  
• Establish statewide format for documentation. 
• Co-location of eligibility and service workers to facilitate information sharing.  
• Abbreviated benefits training for service workers – and joint training for new 

workers for both eligibility and services. 
• Develop client service teams and partnership with adult service providers. 
• Minimum annual training for all agencies involved with this population like the 

annual guardianship program. 
 
2. Existing Outputs Sharing  
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• Ad hoc reporting -  
• 100% referral for all services and benefits based on conditions and 

circumstances. 
 
3. Current Information System 
 

• Non-existent.  
 
4. Current Outcome 
 

Exercise 10 — Sub-process Name: Adult Services Intake 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities: 
 
1. Work Process 
 

• Reformat policy manuals do Include policy links in the online system. 
• Offer best practices online. 
• Automation case management tool. 

 
2. Outputs 
 

• Central location for permanent verification.  
• Single point-of-entry for demographic information across all programs. 
• Fully automate all notices, client correspondence and formatted forms. 

 
3. Outcomes 
 

• Involve the client in the referral process as appropriate.   
• Worker advocacy model should be replicated throughout the entire enterprise. 

 
4. Use of Technology 
 

• One method for entering and capturing info one-time and sharing across all 
aspects of the enterprise. 
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Exercise 3 — Sub-process Name: Adult Services—Purchase of 
Services 
 

Context Diagram 
 

Purpose:
• To provide services/payment 

to the vendor for care given 
to the client

Trigger:
• Receipt of bill for 

services or approval 
of need

Inputs:
• billing and client information into 

local system , i.e. Thomas 
Brothers/Harmony, including 
type of service, cost, number of 
units, vendor information and 
delivery dates or 

• supervisor approval for purchase 
of services, 

• invoice

Outputs:
• 1. paper check 
• 2. check from local system
• 3. warrant register 
• 4. letter or contract with vendor 
• 5. information is transferred to 

LASER for reimbursement or sent by 
email to state

Outcome:
• Payment for services

Handoffs:
Will vary from agency to agency : 
• 1. Worker produces purchase order 

and signs, 
• 2. supervisor signs PO, 
• 3. financial officer signs PO ,
• 4. vendor signs PO
• 5. clerk receives invoice in mail 

gives to 
• 6. worker - reconciles and signs 

sends to 
• 7. supervisor sends to 
• 8. financial officer - enters into local 

system for payment, warrant register 
and check is generated, signed by 

• 9. director, signed by
• 10. county treasurer, goes back to 
• 11. financial officer , given to
• 12. clerk for postage

Incoming – Other 
System:
• None

Outgoing – Other System:
• LASER
• Email of payment information

After Work:
• 1. tracking program fund 

expenditures, 
• 2. reconciliation with vendor over 

payment discrepancies or lost 
checks , 

• 3. where applicable - issuance of 
replacement checks

• Un-encumber unused funds

Cost Drivers:
• labor intensive due to all of the 

different hand-offs, 
• postage costs due to manual mailing ,
• printing of checks, 
• multiple copies of purchase orders

Integral Process:
• Purchase of services 

policy , 
• state reimbursement 

policy , 
• budget, 
• program policy, 
• local accounting 

systems

Peripheral Process:
• local financial policy and 

procedure,
• federal tax policy for 

companion check deduction

Redundancies:
• 1. huge number of handoffs, 
• 2. outdated purchase order 

policy - i.e. required number of 
signatures before actual 
payment

Issues
• number of signatures and 

handoffs, 
• in most localities there is no 

connection between dss systems 
and local systems (transfer of 
warrant registers, etc.), 

• different state and local budget 
years

Number of Client 
Visits
• None
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 Exercise 4 — Sub-process Name: Adult Services—Purchase of 
Services 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order to payment. 
• Labor intensive – manual data, mailing, system input (LASER & Local system). 
• Maintaining copies of paper bills/receipt of service within case file. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off month. 
• Antiquated purchase of service policy. 

 
2. Existing Outputs 
 

• Variety of local systems used, i.e. Thomas Brothers, Harmony. 
• DSS generated paper – purchase orders and invoices. Paper checks still issued. 
• No online capability of sharing info related to submitting invoices.  

 
 
3. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality do not always match the system used by 

the locality; info then has to be entered manually into LASER. 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. 
• No penalty for late submission of bills. 

 
 

Exercise 5 — Sub-process Name: Adult Services—Purchase of 
Services 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
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• None 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None 
 
 
Exercise 6 — Sub-process Name: Adult Services—Purchase of 

Services 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 

 
 
Exercise 7 — Sub-process Name: Adult Services—Purchase of 

Services 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
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15 to 45 days average from receipt of invoice to payment 
   
ELAPSED WORKLOAD 
n/a 

 
 

1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Multiple signoffs, four signoffs to every purchase order and invoice. 
• Paper trail is a necessity, rather than electronic POS; lost invoices. 
• Multiple methods of completing purchasing and fiscal process. 
• Thomas Brothers - efficient in that once vendor and client are in the system, PO’s 

and invoices are populated automatically; system allows for duplication of lost 
invoices; has a funding balance function. 

• Timely notification of amounts in budget line items for new fiscal year - inefficient 
for planning purposes. Local must estimate city/county match. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs: 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must setup their own 

management scheme for that particular fund in order to maximize use of budget 
line. 

 
3. Describe the significant variations observed during local visits: 

 
• Who completes data entry into local system to generate the Purchase orders and 

invoices – could be clerical, service worker and supervisor.  
• Use of different financial systems to best-fit needs of particular locality. 

 
 
Exercise 8 — Sub-process Name: Adult Services—Purchase of 

Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of Thomas Brothers. 
• Harmony or local system that best fit the needs of a particular locality. 
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Exercise 9 — Sub-process Name: Adult Services—Purchase of 
Services 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Possible re-evaluation of policy requirements. 
 
2. Existing Outputs 
 

• None 
 
3. Current Information System 
 

• None  
 
4. Current Outcome 
 

• None 
 
 
Exercise 10 — Sub-process Name: Adult Services—Purchase of 

Services 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures. 
• Training on updated Purchase of Service Policy. 
• Implement a statewide system of line items, codes and reporting. 

 
2. Outputs 
 

• Direct Deposit and/or EBT for vendor payments.  
 
3. Outcomes 
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• Automated system. 

 
4. Use of Technology 
 

• Automated system completion. 
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Exercise 3 — Sub-process Name: APS Case Management 

 
Context Diagram 

 

Purpose:
• Provide services to client that 

will prevent further abuse and 
maximize independence

Trigger:
• Disposition of the 

case and signed 
service application 
(may be agency 
initiated 
application)

Inputs:
• 1. Service Plan 
• 2. Case 

Documentation 
• 3. Ongoing Interviews 

and assessments with 
family and client 

• 4. Updates from 
service providers

• 5. Case staffing with 
supervisor 

Outputs:
• 1. Referral to other resources 
• 2. Notification of closure 
• 3. UAI (copied to other resources) 

4. Case info to other resources 
• 5. Petition for court hearing
• 6. Sharing of info with Guardian 

ad litem 
• 7. Coordination of services with 

other resources)

Outcome:
• 1. Services delivered, 
• 2. Guardian appointed 

or protective services 
ordered, 

• 3. Update service plan, 
• 4. Case closure -

manual and in VACIS

Handoffs:
• 1. Supervisor
• 2. Agency attorney, possibly
• 3. Clerk for storage of closed file

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• 1. Maintenance of 

closed files 
• 2. Purge after 3 years in 

no new services, 
• 3. Provide statistical 

data to state office at 
end of fiscal year

Cost Drivers:
• Paper system
• labor intensive
• travel time
• legal fees
• similar services offered 

by other agencies - like 
AAA

• storage of paper files
• copying file info

Integral Process:
• Program Policy
• program management
• training for new workers

Peripheral Process:
• Resource agencies - Area 

Agency on Aging, Licensing, 
MHMRSAS, Nursing homes, 
adult care facilities , Health 
Dept., Circuit Court, Law 
Enforcement, Agency 
Attorney

Redundancies:
• 1. Closure manual and 

in VACIS, 
• 2. Duplication of 

services that can be 
provided by other 
resource

Issues:
• No system support
• duplicative services by 

other agencies
• referrals are manual
• download of UAI is very 

unwieldy and costly to 
print

Number of Client 
Visits:
Not required in the office; 
minimum 1 face-to-face 
every 3 months
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 Exercise 4 — Sub-process Name: APS – Case Management 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 95% manual process. 
• Labor intensive – manual data, copying, mailing, file maintenance. 
• Blurring of roles with other agencies – MHMRSAS, AAA – may share similar 

functions; turf issues, funding issues; statewide/local collaborative agreements 
have lost emphasis. 

• Primarily out-of-the-office work with no technology to enhance. 
• Worker often isolated by the processes and by the clientele (few common areas 

with other services). 
 
2. Existing Outputs 
 

• No standard referral process with other agencies. 
• Worker logs related to tracking are manual or on local word processing system. 
• No online capability of sharing info with other resources. 

 
3. Current Information System 
 

• No system support for program.  
• VACIS is limited to only demographic and complaint date/type information. 
• No tie-in with benefits system to update data – sometimes gets lost. 

 
4. Current Outcome 
 

• No info support system – all manual outcomes. 
• Client may refuse services. 

 
 

Exercise 5 — Sub-process Name: APS – Case Management 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Currently creating an automated system for APS. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• Eliminate manual documentation.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
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• Will it be able to talk to other state program systems? 

 
Exercise 6 — Sub-process Name: APS – Case Management 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• New worker policy training is only training available to workers. 
• Cross-pollination of services and eligibility is not pervasive in the organization. 
• Admin funding is not adequate for staffing needed. 
• No refresher training for workers. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Duplication of services from other state agencies; turf issues. 
• APS population is low priority politically. 
• Code of Virginia would need to be changed to mandate services. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Children are more important than the elderly. 
• DSS is the only agency that can take care of the elderly and should have all the 

services under their agency. 
• Paper is necessary. 

 
 

Exercise 7 — Sub-process Name: APS Case Management 
 
 CYCLE TIME  

• None 
 
ELAPSED WORKLOAD 

• N/A 
 

1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Low priority attached to process resulting in lower funding, staffing, and system 
support – documentation is limited due to case load and time constraints. 

• Duplication of some services through Area Agency on Aging and Mental Health 
• Lack of standardized procedures allows a wide variation of practices – both 

positive and negative-also creates issues upon transfer to another agency. 
• Out-of-home placement is sometimes required as a part of case management – 

also found in the Adult Services process.  Steps required are governed by type of 
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placement – nursing home or adult care facility. In-home care also has specific 
requirements that are shared with Adult Services and the type of care has 
separate requirements.  Refer to Adult Services for this information. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Oral communication between worker and benefits program staff, community 
resources, other investigative organizations. 

• Collaboration is critical to delivery of services in the community and the success 
of the program lives and dies by this because of fragmentation of services. 

 
3. Describe the significant variations observed during local visits. 

 
• Some agencies use EZ Filer as a program to document their processes. 
• Some agencies have put the APS report on a document in Microsoft that can be 

populated. 
• Pooling of resources across jurisdictional lines in a formalized way with written 

agreements and procedures. 
 
 

Exercise 8 — Sub-process Name: APS Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Monthly minimum face-to-face contacts with client.  
• Compiled list of resources and contacts for their community. 
• Shared calendars. 
• Calendar to chart case activity and time frames for procedure (completion of 

investigation date, type of services, info for annual report). 
• Agency agreements to share resources across jurisdictional lines. 

 
 
Exercise 9 — Sub-process Name: APS Case Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Access to all DSS information system for all service workers. 
• Establish standards for documentation of investigation information – a guide. 
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• Development of shared resource listing. 
 
2. Existing Outputs 
 

• Template for APS report distributed statewide. 
• Calendar function available statewide. 

 
3. Current Information System 
 

• None exists. 
 
4. Current Outcome 
 

• None 
 
 
Exercise 10 — Sub-process Name: APS Case Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate. 
• Assessment information be compiled and shared, including the UAI; populate 

UAI from other parts of the program. 
• Ongoing training and refresher training for policy and investigation skills. 
• Training on documentation of investigation findings. 
• Eliminate/consolidate duplication of investigations by multiple agencies; improve 

sharing of info across investigations. 
• Co-location of benefits and APS staff – Quick Fix? 

 
2. Outputs 
 

• Automated logs and calendars; APS report. 
• System generated notices to clients and reporters. 

 
3. Outcomes 
 

• Automated system. 
 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• Connection with other major partners like Area Agency on Aging, Health Dept. to 
share information and the UAI. 
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 Exercise 3 — Sub-process Name: APS Intake 
 

Context Diagram 
 

 
Purpose:
• To gather and assess 

information to determine 
whether adult abuse/neglect 
may be occurring

Trigger:
• Call or referral of 

complaint

Inputs:
• Info from eligibility 

staff - Medicaid, Food 
Stamps

• Search manual files 
(open and closed)

• Entry into VACIS

Outputs:
• APS Report (manual)
• VACIS documents
• manual assignment to 

worker
• worker logs
• Report on Mandated 

Reporters (on DSS website, 
demographic information on 
Mandated Reporters 
including education level , 
specialty field , etc.)

Outcome:
• Validation of complaint 

and escalation if 
required

Handoffs:
• 1. Intake worker 
• 2. Supervisor 
• 3. Clerical for screening for 

existing case file 
• 4. Worker

Incoming – Other 
System:
• Printoffs from Medicaid 

(MMIS)
• ADAPT
• SVES

Outgoing – Other 
System:
• None

After Work:
• If not valid, complainant 

is informed that an 
investigation will not 
occur; creation of file 
folder by clerical staff 
for validated cases; 
invalid APS Report form 
is held and purged at 
one year

Cost Drivers:
• Manual
• paper-based
• Staff time – labor 

intensive
• Emergency nature of 

the response

Integral Process:
• Program policy, 

program case 
management, training 
for new workers

Peripheral Process:
• Div. of Licensing, 

MHMRSAS, Dept of Health,-
requirement to notify 
licensing agencies if involved

• law enforcement if sexual 
abuse is alleged 

Redundancies:
• Demographic entry on 

VACIS and on APS 
report

• not all service workers 
have access to Benefits 
info systems (access 
not allowed globally -
systems security 
issues??) impacts 
fellow employees to 
access information

• Information in Benefits 
info systems not 
transferable to an info 
system for APS

Issues
• Info system captures 

only demographic info 
and dates

• Lack of sharing with 
other units/agencies

• Lack of automation

Number of Client 
Visits
None
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 Exercise 4 — Sub-process Name: APS - Intake 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 95% manual process, APS report is handwritten. 
 
2. Existing Outputs 
 

• APS report is manual. 
• Worker logs related to tracking are manual or on local word processing system. 
• Simplify the Complainant Report – too many specifics on complainant that we do 

not have. 
 
3. Current Information System 
 

• No system support for program.  
• VACIS is limited to only demographic and complaint date/type information. 

 
4. Current Outcome 
 

• None 
 
 

Exercise 5 — Sub-process Name: APS - Intake 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Currently creating an automated system for APS. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• Eliminate manual documentation. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Will it be able to talk to other state program systems? 
 
 

Exercise 6 — Sub-process Name: APS - Intake 
 
Define the following for the existing Sub-process. 
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1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• New worker policy training is only training available to workers. 
• Cross-pollination of services and eligibility is not pervasive in the organization. 
• Admin funding is not adequate for staffing needed. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Duplication of services from other state agencies. 
• APS population is low priority politically. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Culture that children are more important than the elderly. 
 
 

Exercise 7 — Sub-process Name: APS Intake 
 
CYCLE TIME  

• Less than one hour if supervisor is available. 
 

ELAPSED WORKLOAD 
• N/A 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Low priority attached to process resulting in lower funding, staffing, and system 

support. 
 

2. Describe the informal organization required for individuals to be effective in their 
jobs. 

 
• Oral communication between worker and fiscal due to lack of system information. 

 
3. Describe the significant variations observed during local visits. 

 
• Intake function is handled differently from agency to agency.   
• Intake can be done by multiple systems intake, by the APS worker, or other 

service worker. 
• Some agencies have put the APS report on a document in Microsoft that can be 

populated. 
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Exercise 8 — Sub-process Name: APS Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• APS Report on template. 
 
 

Exercise 9 — Sub-process Name: APS Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Access to all DSS information system for all service workers. 
• Screen out reports that are not validated. 
• Alleviate case creation for non-validated cases. 

 
2. Existing Outputs 
 

• Template for APS report distributed statewide. 
 
3. Current Information System 
 

• None exists. 
 
4. Current Outcome 
 

• None 
 
 

Exercise 10 — Sub-process Name: APS Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate 
 
2. Outputs 
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• Automated logs and calendars. 
• Automated notices, correspondence, reports, forms all formatted for the final 

user. 
 
3. Outcomes 
 

• None 
 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• Fully automated communication and two-way exchange with federal, State and 
local systems and other local offices such as schools, health department, etc. 
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 Exercise 3 — Sub-process Name: APS Investigation 
 

Context Diagram 
 

Purpose:
• To determine whether or not 

abuse or neglect occurred or 
if there is risk of abuse/
neglect

Trigger:
• Validation of 

complaintInputs:
• 1. Interview with client  

2. Interview with 
collaterals and 
possible reports from 
them (family, doctors, 
neighbors, facility staff 
-if appropriate, bank, 
service providers, etc. 
3. Assessment of 
home environment

• 4. Assessment of 
resources

Outputs:
• 1. UAI Universal Assessment 

Instrument -12 pages
• 2. Complete APS Report
• 3. Complete VACIS Supplement
• 4. Disposition
• 5. updated info to Benefits, 6. 

Notification to client , complainant, 
and co-investigating licenser

• 7. Investigation documentation 
(manual on Word)

• Referrals to resources

Outcome:
• 1. Disposition
• 2.  Depending upon 

disposition , closure or 
signature on services 
application for ongoing 
services

• 3. Service plan
• 4. Possibly , circuit court 

petition for protectives 
services , guardian

• 5. Assignment to on-
going worker in some 
agencies

Handoffs:
• 1. Referral to other investigative 

org.
• 2. Supervisor
• 3. Agency attorney
• 4. Ongoing worker
• 5. Clerk to file closed case , if not 

in need of services or refuses 
services

• 6. Possibly to Benefits worker for 
assistance

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• VACIS demo. 

Information & type of 
investigation info

After Work:
• 1. On closure, 

managing closed files
• 2. Purging file after 3 

years

Cost Drivers:
• 1. Paper system
• 2. Travel time for home 

visits
• 3. Multiple contacts -

worker time
• 4. Multiple agencies 

investigating separately, 
sharing info is sporadic 
5. Legal fees

• 6. Copying file info

Integral Process:
• Program Policy
• program management
• training for new workers

Peripheral Process:
• 1. Circuit Court procedures, 

2. Input from other 
investigative agencies - Law 
Enforcement, Licensing, 
MHMRSAS, Health 

Redundancies:
• 1.  UAI is manual. 
• 2. UAI collects info that 

is not always needed 
and is duplicated in 
other areas of the case 
file and may be 
duplicated transferring 
from paper to 
downloaded version

• 3. Multiples agencies 
investigating the same 
complaint from slightly 
different perspectives -
rarely do joint 
investigations

• 4.Unable to transfer info 
to other agency 
programs except 
manually 

• 5. Manual disposition 
also put into VACIS

Issues
• 1. No information 

system to support 
program needs

• 2. Poor communication 
and sharing of 
responsibilities between 
co-investigating 
agencies

• 3. Under-funding 
emergency needs of 
clients and staffing

Number of Client 
Visits:
Minimum - one face-to-face 
in home; could be several 
but usually in the client 's 
home.  None required in 
agency.
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Exercise 4 — Sub-process Name: APS - Investigation 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 95% manual process. 
• UAI is unwieldy, too long and collects info not always needed; template is poorly 

done and not user-friendly. 
• No standard tool for information gathering and collation. 
• Primarily out-of-the-office work with no technology to enhance. 
• Worker often isolated by the processes and by the clientele (few common areas 

with other services). 
 
2. Existing Outputs 

• APS report is manual. 
• Worker logs related to tracking are manual or on local word processing system. 
• No online capability of sharing info with other resources. 

 
3. Current Information System 
 

• No system support for program.  
• VACIS is limited to only demographic and complaint date/type information. 
• No tie-in with benefits system to update data – sometimes gets lost. 

 
4. Current Outcome 
 

• No info support system – all manual outcomes. 
 

Exercise 5 — Sub-process Name: APS - Investigation 
  
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Currently creating an automated system for APS. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• Eliminate manual documentation.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Will it be able to talk to other state program systems? 
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Exercise 6 — Sub-process Name: APS - Investigation 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• New worker policy training is only training available to workers. 
• Cross-pollination of services and eligibility is not pervasive in the organization. 
• Admin funding is not adequate for staffing needed. 
• No refresher training for workers. 
• Services cannot be court ordered unless proven incompetent. 
• No way of knowing that a pending case exists. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Duplication of services from other state agencies. 
• APS population is low priority politically. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Children are more important than the elderly. 
• DSS is the only agency that can take care of the elderly and should have all the 

services under their agency. 
• Paper is necessary. 

 
 

Exercise 7 — Sub-process Name: APS Investigation 
 
CYCLE TIME  

• Maximum 45 days, optimum is 14 days. 
 
ELAPSED WORKLOAD 

• N/A 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Low priority attached to process resulting in lower funding, staffing, and system 

support. 
• Duplication of UAI – manually done in field and input on template. 
• Repeating assessment info in case documentation. 
• Duplication of some services through Area Agency on Aging. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
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• Oral communication between worker and benefits program staff, community 
resources, other investigative organizations. 

• Collaboration is critical to delivery of services in the community and the success 
of the program lives and dies by this because of fragmentation of services. 

 
3. Describe the significant variations observed during local visits. 
 

• Some agencies use EZ Filer as a program to document their processes. 
• Some agencies have put the APS report on a document in Microsoft that can be 

populated. 
 
 

Exercise 8 — Sub-process Name: APS Investigations 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• APS Report on template. 
• Compiled list of resources and contacts for their community. 
• Shared calendars. 
• Calendar to chart case activity and time frames for procedure (completion of 

investigation date, type of services, info for annual report). 
 
 

Exercise 9 — Sub-process Name: APS Investigation 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Access to all DSS information system for all service workers. 
• Establish standards for documentation of investigation information – a guide. 

 
2. Existing Outputs 
 

• Template for APS report distributed statewide. 
• Calendar function available statewide. 

 
3. Current Information System 
 

• None exists. 
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4. Current Outcome 
 

• None 
 

Exercise 10 — Sub-process Name: APS Investigation 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate. 
• Assessment information be compiled and shared, including the UAI; populate 

UAI from other parts of the program. 
• Ongoing training and refresher training for policy and investigation skills. 
• Training on documentation of investigation findings. 
• Eliminate/consolidate duplication of investigations by multiple agencies; improve 

sharing of info across investigations. 
• Co-location of benefits and APS staff. 

 
2. Outputs 
 

• Automated logs and calendars; APS report. 
• System generated notices to clients and reporters. 

 
3. Outcomes 
 

• Automated system. 
 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• Connection with other major partners like Area Agency on Aging, Health Dept. to 
share information and the UAI. 
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Exercise 3 — Sub-process Name: APS Purchase of Services 
 

Context Diagram 
 

Purpose:
• To accurately and timely pay 

for services related to client 's 
need

Trigger:
• Receipt of bill for 

services or 
approval of 
emergency needInputs:

• 1.billing and client 
information into local 
system, i.e. Thomas 
Brothers/Harmony, 
including type of 
service, cost, number 
of units, vendor 
information and 
delivery dates or 

• 2. alternatively is a 
manual petty cash 
check issued in 
relation to emergency 
need, then petty cash 
is reimbursed through 
the local system 
process, 

• 3. supervisor approval 
for purchase of 
services, 

• 4. invoice

Outputs:
• 1. paper check from petty cash
• 2. check from local system
• 3. warrant register
• 4. prepaid checklist, 
• 5. letter or contract with vendor
• 6. information is transferred to 

LASER for reimbursement or sent 
by email to state

Outcome:
• Payment for services

Handoffs:
• Will vary from agency to agency: 

1. Worker produces purchase 
order and signs, 

• 2. supervisor signs PO, 
• 3. financial officer signs PO, 
• 4. vendor, 
• 5. clerk receives invoice in mail 

gives to 
• 6. worker - reconciles and signs 

sends to 
• 7. supervisor sends to 
• 8. financial officer - enters into 

local system for payment, warrant 
register and check is generated, 
signed by 

• 9. director, signed by 
• 10. county treasurer, goes back to 
• 11. financial officer , given to 
• 12. clerk for postage

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• LASER? 
• Email of payment information?

After Work:
• 1. tracking program 

fund expenditures, 
• 2. reconciliation with 

vendor over payment 
discrepancies or lost 
checks, 

• 3. where applicable -
issuance of 
replacement checks

Cost Drivers:
• labor intensive due to 

all of the different hand-
offs,

• postage costs due to 
manual mailing

• printing of checks
• multiple copies of 

purchase orders

Integral Process:
• Purchase of services 

policy
• state reimbursement 

policy
• Budget
• program policy
• local accounting 

systems

Peripheral Process:
• local financial policy and 

procedure
• federal tax policy for 

companion check deduction

Redundancies:
• 1. huge number of 

handoffs, 
• 2. outdated purchase 

order policy - i.e. 
required number of 
signatures before actual 
payment

Issues
• number of signatures 

and handoffs,
• in most localities there 

is no connection 
between dss systems 
and local systems 
(transfer of warrant 
registers, etc.),

• different state and local 
budget years

Number of Client 
Visits:
None
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Exercise 4 — Sub-process Name: APS – Purchase of Services 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order to payment. 
• Labor intensive – manual data, mailing, system input (LASER & Local system). 
• Maintaining copies of paper bills/receipt of service within case file. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off-month. 
• Antiquated purchase of service policy. 

 
2. Existing Outputs 
 

• Variety of local systems used, i.e. Thomas Brothers, Harmony. 
• DSS generated paper – purchase orders, pre-paid checklist and invoices. Paper 

checks still issued. 
• No online capability of sharing info related to submitting invoices.  

 
3. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality do not always match the system used by 

the locality, info then has to be entered manually into LASER. 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. 
• No penalty for late submission of bills. 

 
 

Exercise 5 — Sub-process Name: APS – Purchase of Services 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None 
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3. The “change in progress” cannot be immediately or cannot completely correct the 
issue that has prompted the change due to the following barriers/limitations: 

 
• None 

 
 

Exercise 6 — Sub-process Name: APS – Purchase of Services 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 

 
 

Exercise 7 — Sub-process Name: APS Purchase of Services 
 
CYCLE TIME  

• 15 to 45 days average from receipt of invoice to payment. 
 
ELAPSED WORKLOAD 

• N/A 
 

1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Multiple signoffs, four signoffs to every purchase order and invoice = lack of trust. 
• Paper trail is a necessity, rather than electronic POS, lost invoices. 
• Multiple methods of completing purchasing and fiscal process. 
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• Thomas Brothers = efficient in that once vendor and client are in the system, 
PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function. 

• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Local must estimate city/county match. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs: 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must setup their own 

management scheme for that particular fund, in order to maximize use of budget 
line. 

 
4. Describe the significant variations observed during local visits. 
 

• Who completes data entry into local system to generate the Purchase orders and 
invoices – could be clerical, service worker and supervisor.  

• Use of different financial systems to best-fit needs of particular locality. 
 
 

Exercise 8 — Sub-process Name: APS Purchase of Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of local financial systems in the absence of integrated systems. 
 
 

Exercise 9 — Sub-process Name: APS Purchase of Services 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Possible re-evaluation of policy requirements. 
 
2. Existing Outputs 
 

• None 
 
3. Current Information System 
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• None  

 
4. Current Outcome 
 

• None 
 
 

Exercise 10 — Sub-process Name: APS Purchase of Services 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures. 
• Training on updated Purchase of Service Policy. 
• Statewide system for financial accounting with standard codes, line items and 

terminology. 
 
2. Outputs 
 

• Direct Deposit and/or EBT for vendor payments. 
 
3. Outcomes 
 

• Automated system. 
 
4. Use of Technology 
 

• Automated system completion. 
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VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Auxiliary Grants – Case Management 

 
Context Diagram 

 

Purpose:
• To assure that on-going 

payment meets current 
circumstances, 

• to monitor that checks are 
paid, 

• to perform annual review, 
• to service as a resource for 

the adult home

Trigger:
• Intake completed 

and on-going case 
assignment is 
made

Inputs:
• case assignment, 
• case file, 
• notification by client of 

change in 
circumstances, 

• notification by SW of 
change in need,

• notification of moving 
from adult home to 
nursing home, 

• worksheets to 
calculate the grant, 

• January COLA grant 
increase, 

• change in cost of 
provided service, 

• name of payee

Outputs:
• Notice of Action to client, 
• generation of payment if payment 

must change, notice to SW, 
• copy of notice to family member, 
• change aid code category for M-C 

or notify of change to M-C, 
• recomputed eligibility for long-term 

care, 
• generation of additional and 

different forms to providers, 
• notice to client, 
• notice to SW

Outcome:
• Provision of appropriate 

on-going payments to 
support a more 
appropriate living 
situation

Handoffs:
• On-going Aux Grant worker to 

different worker in long-term care 
situations, or if moving back to 
own living quarters or other living 
arrangements, 

• EW to finance person, 
• EW to Social Worker , 
• EW to family, 

Incoming – Other 
System:
• None Outgoing – Other 

System:
• VaMMIS via MSU

After Work:
• doing a manual warrant 

register lookup, 
• follow-up on client queries, 
• interpreting why the 

amount of disregard is X, 
• coordinating with social 

workers, 
• seeking supervisory 

advice in complex 
situations

Cost Drivers:
• Labor intensive, 
• lack of end to end 

automated support, 
• Multiple responsible 

parties

Integral Process:
• Social Worker, 

Physician, 
• Adult Home, 
• Local Fiscal function, 
• DSS policy

Peripheral Process:
• Family, 
• Friends, 
• Providers

Redundancies:
• information handling 

between social workers 
and eligibility workers, 

• handling information 
that may be known in 
other programs

Issues
• Timeliness

Number of Client 
Visits
0-only required that the 
individual is still in the adult 
home and that the rate hasn't 
changed
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Auxiliary Grants – Case Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Not supported by automation.  
• Annual reviews are manual. 
• No collaborative tool or common vehicle for use by both SW and EW for non-

redundantly handling client information – coordinating services, etc.   
• Multiple responsible parties. 
• Manual ongoing case assignment and logging. 
• Re-computation of payment is manual. 
• Generation of new payment amount notice to fiscal is manual. 
• Coordination with Adult Services worker to complete re-assessment and 

certification timely. 
 
2. Existing Outputs 
 

• No system to produce output. 
• Notices are manual – handwritten. 
• Payment generation (EW to fiscal) is manual. 
• Sending annual review forms and client notices is manual. 
• Communication with social worker is manual. 

 
3. Current Information System 
 

• No system…all processes including reporting are manual.  Localities may have 
developed local systems to adjust for this. 

• No uniformity between localities in local systems developed. 
 
4. Current Outcome 
 

• Currency on policy may result in getting out a check, but with the wrong 
disregards. 

• QA is not formalized beyond supervisory case reads. 
• Complaints from facilities because client is not paying – caused by lack of 

understanding, limited capabilities of client or payee problems.  Check is given to 
client to pay facility rather than directly to the facility. 

 
 

Exercise 5 — Sub-process Name: Auxiliary Grants – Case 
Management 

 
Define the following for the existing Sub-process. 
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1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• None known. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
 
 

Exercise 6 — Sub-process Name: Auxiliary Grants – Case 
Management  

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Lower priority program – lack of funds for automation or process improvement. 
• Low volume of demand in many locations. 
• Lack of visibility. 
• Not causing waves. 
• Lack of resources at the State level. 
• Probably not getting complaints from below. 
• For clients it is a simple review procedure. 
• Both eligibility and services involved in the process. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Organization is too busy to pay attention to small programs. 
• Organization’s expectations do not drive change when the workload is 

manageable. 
• Perceptions about the type of work specific job classes can or cannot do. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Limiting State expenditures. 
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Exercise 7 — Sub-process Name: Auxiliary Grants – Case 
Management  

 
CYCLE TIME  
ELAPSED WORKLOAD 
 

• Ongoing per month – five minutes. 
• Annual review – 45 minutes. 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Specialization is used to intensify the time spent on this program due to the 
uniqueness of the policy and the need to keep skill development in a limited 
number of hands. 

• Review dates not staggered so workload may be uneven. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs: 
 

• Informal routing for policy interpretation on this program. 
• Written policy is not up-to-date.  Individual skills are not honed on an anticipated 

volume of cases.  Training is either OJT, supervisory or Peer-to-Peer.  There are 
varying levels of policy knowledge. 

• EW to fiscal to issue payment that has fallen between the cracks. 
 
3. Describe the significant variations observed during local visits. 
 

• Some have devised their own automated support tools; others are totally paper-
based. 

• Integrated intake and continuing function – one individual in some counties. 
• Interactions around payment – local DSS office vs. local main financial office. 
• Eligibility component integrated into the APS team. 

 
 

Exercise 8 — Sub-process Name: Auxiliary Grants – Case 
Management  

 
BEST PRACTICES 
 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Eligibility component more closely associated with or teamed with the long-term 
care SW, APS or Adult services. 
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• An automated spreadsheet tool to manage income input and produce eligibility 
information – rule-based. 

• An automated tool, to manage Medicaid spend-down.  Generate notices with 
accounting information related to medical expenses, ability to manage unique 
tasks such as out of order submission of medical bills – ability to reorder into 
chronological order and recalculate. 

• Periodic supervisory review of policy in team meetings due to the lack of 
formalized training. 

• Periodic supervisory retraining when various error trends are identified by 
supervisor. 

• Educating adult homes about interacting on a timely basis with the local DSS, i.e. 
review forms.  Identifying when an individual needs help in responding timely so 
there is no break in assistance. 

 
 

Exercise 9 — Sub-process Name: Auxiliary Grants – Case 
Management 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• State creation of automated tools to create greater efficiency of worker action 
such as the EXCEL tools for income, M-C spend down. 

• More formal training. 
• More formal policy support. 

 
2. Existing Outputs 
 

• Automated templates to eliminate handwritten notices.  
• Linking EXCEL spreadsheet to fiscal function rather than physical mail handling.  
• Automated notices resulting from electronic tools. 
• Automated email or notice to other staff. 

 
3. Current Information System 
 

• N/A 
 
4. Current Outcome 
 

• Creation of a QA function to examine Aux. Grant administration at the local level. 
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Exercise 10 — Sub-process Name: Auxiliary Grants - Case 
Management 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• When data is put into system, everything that needs to be captured in captured 
once—actions are associated with the information entered based on the rules. 

• Information accessible to everyone who is pertinent to a case or services to an 
individual. 

• Culture shifts to encourage non-traditional users to use a broader assortment of 
automated systems. 

• Imposition of a higher level of discipline in uniformly using information and 
information system. 

• Support with up to date policy that is online and searchable.  Include references 
to policy interpretation. 

 
2. Outputs 
 

• Automatically generated without human intervention, 
• Reduce cycle time. 
• Centralize generation and mailing of review packets to clients. 

 
3. Outcomes 
 

• Greater likelihood that the local office could have confidence the payments made 
are  accurate – reflect up to date policy. 

 
4. Use of Technology 
 

• One system to support the programs and services for a given population group. 
• Interactive system with SW – generic; one that could handle whatever one 

wanted to process. 
• Add cases to ADAPT during review process – or integrate into new system. 
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VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Auxiliary Grants – Intake 

 
Context Diagram 

Purpose:
• To provide a better living 

environment for the 
individual

Trigger:
• 1.  Individual identified 

by Social Worker 
(internal or external) or 
family that cannot 
complete normal daily 
chores to live alone.  

• 2.  Receipt of physical 
application for auxiliary 
grant

Inputs:
• Application with personal 

and demographic 
information, 

• DMAS 96 (summary 
form), Social Worker 
Signature, 

• Social Worker 
certification, 

• Screening data, 
• family provided data, 
• SVES, 
• Other system searches, 
• worksheets to calculate 

the grant, 
• name of payee

Outputs:
• Notice of Action - Approve/

Deny, 
• Generation of Payment by 

Form, 
• Enrollment in M-C, 
• Log entry to control case 

file, 
• notice to social worker in 

the case, 
• assignment to a case 

management worker

Outcome:
• Provision of payments 

to support a more 
appropriate living 
situation

Handoffs:
• Social worker, 
• clerical-case file establishment , 
• intake worker, 
• social worker, 
• fiscal, 
• case management, 
• clerical-logging

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• VaMMIS via MSU
• Medpend
• Local systems

After Work:
• Fiscal adjustments due 

to inaccurately reported 
income or due to lack of 
information timely for 
payments in time for 
first months grant

Cost Drivers:
• Each locality 

responsible for 
developing its own 
automated support, 

• lack of formal training 
component takes time 
away from other work 
for supervisor/peers, 

• informal nature of policy 
support from VDSS-
time consuming to 
locate someone to 
answer questions, 

• manual paper-based 
process, 

• paper based case files
• Dealing with client who 

refuses to pay facility

Integral Process:
• Social Worker, 

Physician, 
• Adult Home, 
• Local Fiscal function, 
• DSS policy

Peripheral Process:
• Family, 
• Friends, 
• ProvidersRedundancies:

• information handling 
between social workers 
and eligibility workers, 
handling of information 
that may be known in 
other programs

Issues
• A system to work within 

to carry out the mission 
of the program, 

• a formal chain for policy 
interpretation, 

• automated payment 
generation, 

• paper checks-could use 
direct deposit, 

• Adult home mail receipt 
and signing of checks, 

Number of Client 
Visits
1 if client must come in to 
sign with authorized rep, 
otherwise 
0 if social worker visits with 
client in home environment
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Auxiliary Grants – 
Intake 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Not supported by automation.  
• Evaluation of client for intake is manual. 
• No collaborative tool or common vehicle for use by both SW and EW for non-

redundantly handling client information – coordinating services, etc.   
• Manual logs to manage case record. 
• Computation of payment is manual unless the locality has its own system. 
• Generation of payment amount notice to fiscal is manual. 
• Payment is made to client rather than to provider of service. 
• Lack of training; joint training with Adult Services worker is needed. 

 
2. Existing Outputs 
 

• No system to produce output. 
• Notices are manual – handwritten, unless generated from local system. 
• Payment generation is manual for sending to client rather than facility. 

 
3. Current Information System 
 

• No system…all processes including reporting are manual.  Localities may have 
developed local systems to adjust for this. 

• No uniformity between localities in local systems developed. 
 
4. Current Outcome 
 

• Currency on policy may result in getting out a check, but with the wrong 
disregards. 

• QA is not formalized beyond supervisory case reads. 
 
 

Exercise 5 — Sub-process Name: Auxiliary Grants – Intake 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• There was a move afoot to increase the program allotment dramatically… but, 
this has not carried forward 

 
2. Existing Issues that will be corrected by the “change in progress”:  
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• None known. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
 
 

Exercise 6 — Sub-process Name: Auxiliary Grants – Intake 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Lower priority program – lack of funds for automation or process improvement. 
• Some localities have a low volume of demand.  
• Lack of visibility. 
• Not causing waves. 
• Lack of resources at the State level. 
• Probably not getting complaints from below. 
• For clients it is a simple application procedure. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Organization is too busy to pay attention to small programs. 
• Organization’s expectations do not drive change when the workload is 

manageable. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• None 
 
 

Exercise 7 — Sub-process Name: Auxiliary Grants – Intake 
 
CYCLE TIME  
 

• 20-25 days 
 
ELAPSED WORKLOAD 
 

• One to two hours to completion. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Level of specialization may be contributory. 
• Level of formal training or levels of experience. 
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• Personalities of workers to tolerate pended cases.  
• Specialization is used to intensify the time spent on this program due to the 

uniqueness of the policy and the need to keep skill development in a limited 
number of hands. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Informal routing for policy interpretation on this program in a complex situation 
required four policy contacts to successively referred individuals. 

• Written policy is not up-to-date.  Individual skills are not honed on an anticipated 
volume of cases.  Training is either OJT, supervisory or Peer-to-Peer.  There are 
varying levels of policy knowledge. 

• Social worker may press the EW to expedite handling if the adult home will not 
accept the client until eligibility is confirmed. 

 
3. Describe the significant variations observed during local visits: 
 

• Some have devised their own automated support tools; others are totally paper-
based. 

• Integrated intake and continuing function – one individual in some counties. 
• Interactions around payment – local DSS office vs. local main financial office. 
• Eligibility component integrated into the APS team. 
• Some agencies have long-term care units responsible for nursing home and 

auxiliary grant cased vs. agencies that integration into regular intake caseloads.  
 
 

Exercise 8 — Sub-process Name: Auxiliary Grants – Intake  
 
BEST PRACTICES 
 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Eligibility component more closely associated with or teamed with the long-term 
care SW, APS or Adult services. 

• An automated spreadsheet tool to manage income input and produce eligibility 
information – rule-based. 

• An automated tool, to manage Medicaid spend-down.  Generate notices with 
accounting information related to medical expenses, ability to manage unique 
tasks such as out of order submission of medical bills – ability to reorder into 
chronological order and recalculate. 

• Periodic supervisory review of policy in team meetings due to the lack of 
formalized training. 

• Periodic supervisory retraining when various error trends are identified by 
supervisor. 
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• Educating adult homes about interacting on a timely basis with the local DSS, i.e. 
review forms.  Identifying when an individual needs help in responding timely so 
there is no break in assistance. 

 
Exercise 9 — Sub-process Name: Auxiliary Grants – Intake 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• State creation of automated tools to create greater efficiency of worker action 
such as the spreadsheet tools for income, M-C spend-down. 

• More formal training to include joint training with adult services workers. 
• More formal policy support. 

 
2. Existing Outputs 
 

• Automated templates to eliminate handwritten notices.  
• Linking EXCEL spreadsheet to fiscal function rather than physical mail handling.  
• Automated notices resulting from electronic tools. 
• Automated e-mail or notice to other staff. 
• Spreadsheets developed for completing manual calculations. 

 
3. Current Information System 
 

• N/A 
 
4. Current Outcome 
 

• Creation of a QA function to examine Aux. Grant administration at the local level. 
 
 

Exercise 10 — Sub-process Name: Auxiliary Grants - Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• When data is entered into system, everything that needs to be captured is 
captured once—actions are associated with the information entered based on the 
rules. 

• Information accessible to everyone who is pertinent to a case or services to an 
individual. 
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• Culture shifts to encourage non-traditional users to use a broader assortment of 
automated systems. 

• Imposition of a higher level of discipline in uniformly using information and 
information system. 

 
2. Outputs 
 

• Automatically generated without human intervention. 
• Reduce cycle time. 
• Single payments made to the facility or corporation for several patients in one 

payment – similar to EAP. 
• Withhold paid directly to client. 
• Consider use of EFT for payments rather than checks. 

 
3. Outcomes 
 

• Greater likelihood that the local office could have confidence the payments made 
are accurate – reflect up-to-date policy. 

 
4. Use of Technology 
 

• One system to support the programs and services for a given population group. 
• Interactive system with SW – generic; one that could handle whatever one 

wanted to process. 
• Add cases to ADAPT during the application process – simple policy/low case 

numbers.   
• If new system development occurs, ensure this program is included.  
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VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Auxiliary Grants – Payment 

 
Context Diagram 

 

Purpose:
• Get payment to client for 

supportive services

Trigger:
• Intake workers 

notice to fiscal to 
generate the 
checkInputs:

• Local form - case 
action used to 
generate local 
payments for various 
programs - This could 
be a county or city 
main finance office 
rather than the local 
DSS

Outputs:
• Check for payment - 1st 

month and monthly 
thereafter, 

• adjustment or supplement 
periodically

Outcome:
• Client receives payment 

for supportive services

Handoffs:
• EW to finance person, 
• EW to Social Worker , 
• EW to family, 

Incoming – Other 
System:
• Local finance system, 
• warrant register printed 

out for manual look-up
Outgoing – Other 
System:
• Local finance system

After Work:
• doing a manual warrant 

register lookup, 
• follow-up on client 

queries, 
• interpreting why the 

amount of disregard is 
X

Cost Drivers:
• Labor intensive, 
• lack of end to end 

automated support, 
• Multiple responsible 

parties

Integral Process:
• Social Worker, 

Physician, 
• Adult Home, 
• Local Fiscal function, 
• DSS policy, 
• locality's main financial 

function,
• VDSS reimbursement 

of 80% of payment

Peripheral Process:
• Social Worker , 
• Physician , 
• Adult Home, 
• Local Fiscal function , 
• DSS policy

Redundancies:
• printed warrant register, 
• reconciliation based on 

paper check, 
• dual responsibilities of 

local DSS fiscal and 
locality's main financial 
function, 

• repetitive recurring 
questions about the 
amount of money to be 
kept out of payment for 
personal use

Issues
• reimbursement rate is 

an issue for assisted 
living facilities (higher 
than the grant rate), 

Number of Client 
Visits
• 0
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Auxiliary Grants – Payment 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Physical format sent to local fiscal function – sometimes picked up by fiscal on a 
weekly routine. 

• Reprinting of the warrant register for manual lookups. 
• Labor intensive. 
• Multiple responsible parties. 
• EW monitoring of payments requires manual lookups in copy of warrant register. 

 
2. Existing Outputs 
 

• Locally designed form to support payment generation. 
• Separately prepared (mostly handwritten) notices. 

 
3. Current Information System 
 

• There is none. 
 
4. Current Outcome 
 

• Cannot be assured of accuracy of the payment due to skill levels in policy. 
• Individual localities are responsible individually for making payments by paper 

check; reimbursement of State funds must be sought. 
• Local agencies have a local relationship with providers, but are limited by State 

established reimbursement rates for assisted living facilities. 
 
 

Exercise 5 — Sub-process Name: Auxiliary Grants – Payment 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Only individual local changes in work processes/automation of the payment. 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Individual by individual locality benefits based on their own actions. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
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• Not a statewide initiative to provide the overarching tools to improve the process, 

outputs, or outcome statewide. 
 
 

Exercise 6 — Sub-process Name: Auxiliary Grants – Payment 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Local vs. State responsibility for payment. 
• State advantage in reimbursing 80% of allowed payment. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Organizational structure for administration and payment. 
 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Local expenditure and reimbursement assumptions. 
 
 

Exercise 7 — Sub-process Name: Auxiliary Grants – Payment 
 
CYCLE TIME  
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Stovepipe functions for payment, unsupported by automation, must fit payment 
for this program into other fiscal routines. 

• Delays in getting initial payments following intake into the hands of clients. 
 

2. Describe the informal organization required for individuals to be effective in their 
jobs. 

 
• May require good relationship with fiscal to expedite payments if needed out of 

the routine. 
 
3. Describe the significant variations observed during local visits. 

 
• Level of homegrown automation to support the payment generation and payment 

activity. 
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Exercise 8 — Sub-process Name: Auxiliary Grants – Payment  
 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Payments made by locality’s main finance office.  
• Automated support for the check preparation activity. 
 

Exercise 9 — Sub-process Name: Auxiliary Grants – Payment 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Identify automated support developed by locality that can be shared statewide 
with all localities to reduce paper-based labor. 

 
2. Existing Outputs 
 

• Evaluate centralizing the check issuance effort. 
• Consider converting to direct deposit from a central function. 

 
3. Current Information System 
 

• N/A 
 
4. Current Outcome 
 

• Eliminate 120 locations having to produce payment to X clients monthly. 
 

 
Exercise 10 — Sub-process Name: Auxiliary Grants – Payment 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Eliminate all paper-based activities associated with intake and case management 
that result in issuance of a payment. 

• Reduce cycle time. 
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2. Outputs 
 

• Uniform centralized method of issuing payment – direct deposit, EFT, etc. 
 
3. Outcomes 
 

• Local agency would be freed of responsibility and cost of payment.  Twenty 
percent local share would be local payment rather than reimbursement. 

 
4. Use of Technology 
 

• Bypass link to Local fiscal function – centralized function could make best use of 
EFT and/or direct deposit.  
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VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Child & 
Family Services—Case Management 

 
Context Diagram 

 
Purpose:
• Provide supportive and 

stabilizing services for the 
child and the family (i.e. At-
Risk Families )

Trigger:
• Accepted referral/

application
Inputs:
• OASIS, 
• VACIS, 
• ADAPT
• Client interviews
• Collateral interviews & 

Reports

Outputs:
Referrals:  
• FAPT Referral (CSA), 
• Service Plan
• Reassessments

Outcome:
• Stabilize child and 

family by referral and 
monitoring services to 
prevent removal of the 
child from that family.

Handoffs:
• 1. Worker to Supervisor when 

actions are required on the case. 
• 2. Supervisor to worker when 

needed signature is obtained

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• OASIS, 
• Purchase of Services, 
• Criminal History 

Searches

After Work:
• Notice Action.  
• Closing of case (in the 

system and with paper 
file) when services are 
completed or child 
moves into Foster Care, 
or when the family 
moves out of the 
jurisdiction

• Storage of Closed 
Cases

Cost Drivers:
• Paper, Time on OASIS, 
• Telephone time, 
• Home Visits, 
• Transportation 

expenses, 
• Court/Attorney Fees & 

Time, 
• Time spent in Court 

waiting, 
• Training (when 

available)

Integral Process:
• Policy, 
• Local Procedure, 
• Appeals, Case Readings/

Audits, 
• Other LDSS, 
• Former Regional Specialists, 
• Home Office
• Other program case 

management

Peripheral Process:
• Outside Referral Sources, 
• Schools, 
• Health Department, 
• Court System, 
• Mandated Reporters
• Mental Health Services, 
• Court Services, 
• Community Based Intervention Services 

(i.e. In-Home Counseling, Mentoring) 
• Daycare, 
• School, 
• Residential Programs, Housing, 
• WIC 
• Medication Management Services, 
• Employment Programs, 
• Benefit Programs, 
• Faith Based Intervention Services, 
• CPS
• CSA

Redundancies:
• Number of copies of case 

information for referrals that 
are made (i.e. Court Services, 
CSA, Mental Health Services, 
Community Based 
Interventions, Residential 
Programs). 

• Paper file that supports the 
OASIS file.  

• There is a question as to 
whether this case should be 
opened on OASIS or VACIS.  

• CSA process.  
• Telephone contacts--providing 

agencies with verbal 
information and then having to 
fax and send hard copies of 
the same information to them.  

• Having to provide the same 
information to referral sources 
even when they've received 
information from the client.  

• Other agencies Consent to 
Exchange Information--will not 
accept Local DSS form. 

• Information in benefit systems 
that can't be drawn over into 
the services side causing the 
client to provide that 
information again. 

Issues
• Service Plan in OASIS does not print off all needed 

information.  
• CSA requires different service plan than one used in 

Local agency.  
• Policy has not been updated regularly; some policy 

dates back to 1995, and to 1988.  
• There is NO training on At-Risk Policy , because the 

policy is considered "generic" and covers areas that 
have not been put in the "stovepipe" framework.  

• Questions in the agency in regards to who "owns" 
the case when it transfers from OnGoing to Foster 
Care.  

• At-Risk cases do not take a high priority because 
they are not immediate response situations.  

• Cases are setup to follow funding streams, this 
program has no specific funding stream.  

• Improper completion of the Family Needs 
Assessment by the CPS worker causing the On-
Going worker to have to enter information that 
should have been captured in the Assessment/
Investigation.

• High risk cases closed too soon when client refuses 
to cooperate unless court ordered

• Multiple workers involved

Number of Client 
Visits
• None
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Child & 
Family Services—Case Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Work process slowed to lack of automation. 
• Paper-based Process. 
• Recognition of the needs for the individual or household; tend to view program 

requirements over client need. 
• Unclear direction as to whether OASIS or VACIS should be used as the “official” 

case record system. 
 
2. Existing Outputs 
 

• Forms are not automated.  
• Paper intensive process. 
• Storage required paper files until purge process initiated. 

 
3. Current Information System 
 

• Outdated legacy system is the system of record. 
• Inability to store information. 
• Manual Evaluation required.  
• Discrepancy as to what system should be used to capture case information 

(OASIS or VACIS). 
• No management reports produced. 

 
4. Current Outcome 
 

• Insufficient data sharing mechanism. 
• Documentation not standard with respect content and format. 

 
 

Exercise 5 — Sub-process Name: Child & Family Services—
Case Management 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• N/A 
 
2. Existing Issues that will be corrected by the “change in progress”:  
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• N/A 
 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• N/A 
 

Exercise 6 — Sub-process Name: Child & Family Services—
Case Management 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Training.  
• Outdated policy manual. 
• Questions concerning which system to use. 
• Service Plans available in OASIS are not complete and VACIS does not have 

that capability. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Discrepancy as to what system should be used to capture case information 
(OASIS or VACIS). 

• Who owns the case when a child goes into Foster Care. 
• This program is a no-man’s land with no stovepipe identity. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Finagling policy to fit current situations (policy is out dated—not updated since 
1988). 

• Once CPS is finished with their part they do not offer assistance to ongoing 
worker, same issues as with Foster Care and Ongoing workers. 

• Stovepipes create territorialism. 
 
 

Exercise 7 — Sub-process Name: Child & Family Services—
Case Management 

 
CYCLE TIME  
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Misconception of the definition for confidential data. 
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• Documentation processes are not standardized due to the historical procedures 
for dictation and utilizing clerks to perform this function.  

• Variation within the local departments for job functions with respect to CPS and 
CPS Ongoing/Ongoing and Foster Care. 

 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Oral communication between service workers. 
• Basic understanding of the roles and responsibilities for every worker in the 

agency. 
• Responsive nature of the staff (teamwork). 
• Lack of informal training for eligibility and service programs within local 

departments. 
• Establishment of networks to secure information or solve problems. 

 
3. Describe the significant variations observed during local visits. 

 
• Variation within the local departments for job functions with respect to CPS and 

Ongoing. 
• Utilization of case aids to complete narratives and purchase of services orders. 
• The alignment of service workers based on program handled. 

 
 

Exercise 8 — Sub-process Name: Child & Family Services—
Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• When appropriate consolidate the intake and ongoing function. 
• Use of OASIS instead of VACIS for Ongoing services. 
• Shadowing staff across programs to enhance working knowledge of the 

enterprise. 
• Provide Informational pamphlets about additional benefits and services at the 

initial contact – online availability. 
• Case reviews by the Supervisor that assure the transferred case has been 

adequately completed (i.e. Information needed for the Service Plan).  
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Exercise 9 — Sub-process Name: Child & Family Services—
Case Management 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Use OASIS for On-Going case management. 
• Train all workers to use new system and identify inefficiencies. 
• Establish statewide format for documentation. 
• Establish a team process where CPS Investigators work together with At-Risk 

Families On-Going when case transitions.  Use same concept with Ongoing and 
Foster Care transitions. 

• Adequate Supervisory review of CPS transfers to At-Risk Ongoing workers 
• (i.e., When the case is transferred in OASIS to the Ongoing worker, the CPS 

Investigators findings and assessments should be completed fully so that it will 
automatically populate the Needs Assessment screens for the Ongoing Service 
Plan), 

 
2. Existing Outputs 
 

• COSMOS System (as seen in Washington County), 
 
3. Current Information System 
 

• Decision whether to use OASIS or VACIS, 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Child & Family Services—
Case Management 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Reformat and UPDATE policy manuals/ Include policy links in the online system, 
• Standardize and implement statewide systems wherever possible – centralized, 

 
2. Outputs 
 

• Central location for permanent verification,  
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• Single point-of-entry for demographic information across all programs. 
• System that uses imported information to automatically produce pre-formatted 

notices, forms, reports tailored to the various users specifications and needs. 
 
3. Outcomes 
 

• Involve the client in the referral process as appropriate.   
• Worker advocacy model should be established.  

 
4. Use of Technology 
 

• Use of OASIS for Ongoing cases. 
• One method for entering and capturing info one-time and sharing across all 

aspects of the enterprise. 
• Effective automatic transfers of information to and from various (state, local, 

federal) offices/systems. 
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VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Child & 
Family Services—Intake 

 
Context Diagram 

 
Purpose:
• To assist and provide 

stabilization and supportive 
services to families

Trigger:
• Referral  
• Court Orders,
• Client initiated

Inputs:
• OASIS, 
• VACIS, 
• ADAPT, 
• Complaints/Referrals, 

Service Application , 
• Consent to Exchange 

Information
• Assessment (SDM)
• Application

Outputs :
• Referrals to other agencies 

for services
• CSA Referrals

Outcome:
• Complete assessment

Handoffs:
Agency Initiated -->
• 1. CPS Worker--> 
• 2. Services Supervisor --> 
• 3. On-Going worker  
OR   Court Initiated--> 
• 1. Supervisor--> 
• 2. Worker      
OR      Client Initiated-->  
• 1. Reception--> 
• 2. Intake worker--> 
• 3. Supervisor--> 
• 4. On-Going Worker

Incoming – Other 
System:
• OASIS Outgoing – Other 

System:
• Criminal History 

Searches

After Work:
• Setup paper case file as 

well as case on OASIS 
or VACIS

• Data entry into local 
system

Cost Drivers:
• Paper, 
• Time on OASIS and 

VACIS, 
• Telephone time
• Staff time
• Paper & Oasis file

Integral Process:
• Policy, 
• Local Procedure
• CPS
• Other program eligiblity

Peripheral Process:
• Outside Referral Sources, 
• Schools, 
• Health Department, 
• Court System, 
• Mental Health Agencies, 
• Mandated Reporters

Redundancies:
• Paper case file and 

OASIS or VACIS case 
file.  

• The OASIS and VACIS 
case will not stand 
alone

Issues
• Intake workers aren't 

quite sure what to enter 
into OASIS and end up 
putting too much 
information in or not 
enough in.  

• Duplication of OASIS 
and Paper Case file.  

• Resources in the 
community are 
sometimes not known 
to clients or staff

• Lack of communication 
with referral service

Number of Client 
Visits
• 1
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Child & 
Family Services—Intake 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Paper-based Process/OASIS duplication. 
• Recognition of the needs for the individual or household; tend to view program 

requirements. 
• Unclear direction as to whether OASIS or VACIS should be used as the “official” 

intake system – No direction from State office. 
• Generic policy is antiquated and being stovepiped into individual programs. 

 
2. Existing Outputs 
 

• Forms are not automated.  
• Paper intensive process. 
• Storage required paper files until purge process initiated. 

 
3. Current Information System 
 

• Out-dated legacy system is the system of record. 
• Inability to store information. 
• Manual Evaluation required.  
• Discrepancy as to what system should be used to capture case information 

(OASIS or VACIS). 
 
4. Current Outcome 
 

• Insufficient data sharing mechanism. 
• Documentation not standard with respect content and format. 

 
 

Exercise 5 — Sub-process Name: Child & Family Services—
Intake 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• PIP. 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Establishes child-based performance criteria. 
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3. The “change in progress” cannot be immediately or cannot completely correct the 
issue that has prompted the change due to the following barriers/limitations: 

 
• Is new criteria  - to be implemented by October 2006. 

 
 

Exercise 6 — Sub-process Name: Child & Family Services—
Intake 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Training.  
• Outdated policy manual. 
• Questions concerning which system to use. 
• Rotating of workers to handle intake versus a unit/person that specializes in 

intake. 
• Stovepipe mentality & structure – those services do not fit into any specific 

program. 
• Training of intake to family intake services vs. I & R coordinators. 
• Confusing for Staff and clients. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Discrepancy as to what system should be used to capture case information 
(OASIS or VACIS). 

• Stovepipes. 
• One area admits to being responsible for this policy. 

 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Finagling policy to fit current situations (policy is out dated—not updated since 
1988). 

 
 

Exercise 7 — Sub-process Name: Child & Family Services—
Intake 

 
CYCLE TIME  
 

• Varies depending on the extent of the situation. 
 
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
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• Misconception of the definition for confidential data. 
• Documentation processes are not standardized due to the historical procedures 

for dictation and utilizing clerks to perform this function.  
• Variation within the local departments for job functions with respect to CPS 

Intake and CPS Ongoing, prevention and at risk families. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Oral communication between service workers. 
• Basic understanding of the roles and responsibilities for every worker in the 

agency. 
• Responsive nature of the staff (team work). 
• Lack of informal training for eligibility and service programs within local 

departments. 
• Establishment of networks to secure information or solve problems. 

 
3. Describe the significant variations observed during local visits: 

 
• Variation within the local departments for job functions with respect to intake. 

 
 

Exercise 8 — Sub-process Name: Child & Family Services—
Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• When appropriate consolidate the intake and ongoing function. 
• Use of OASIS instead of VACIS for Ongoing services. 
• Shadowing staff across programs to enhance working knowledge of the 

enterprise. 
• Client-centric credo throughout the enterprise. 
• Provide Informational pamphlets about additional benefits and services at the 

initial contact. 
• Case reviews by the Supervisor that assure the transferred case has been 

adequately referred. 
• Holistic, strength-based analysis of client’s needs for supportive services. 
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Exercise 9 — Sub-process Name: Child & Family Services—
Intake 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Use OASIS for Intake. 
• Train all workers to use new system and identify inefficiencies.  
• Establish statewide format for documentation. 
• Adequate Supervisory review of intake referrals. 

 
2. Existing Outputs 
 

• COSMOS System (As seen in Washington County). 
 
3. Current Information System 
 

• Decision whether to use OASIS or VACIS. 
 
4. Current Outcome 

 
Exercise 10 — Sub-process Name: Child & Family Services—

Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Reformat and UPDATE policy manuals/ Include policy links in the online system. 
• Level the playing field – commonalities between programs emphasized. 
• Resources available to all—not reserved for the “hot” program. 
• Early up-front entry of all information needed for all automated processes. 
• Standardize State processes wherever possible, codes, systems. 

 
2. Outputs 
 

• Central location (system?) for permanent verification.  
• Single point-of-entry for demographic information across all programs. 
• Fully automate notices, correspondence, forms, reports formatted for the specific 

user. 
• Effective links with information to/from federal, State, local, private systems. 
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3. Outcomes 
 

• Involve the client in the referral process as appropriate.   
• Worker advocacy model should be established.  

 
4. Use of Technology 
 

• Use of OASIS for Intake – more user-friendly. 
• One method for entering and capturing info one-time and sharing across all 

aspects of the enterprise. 
• Links to other resources – like courts, health departments. 
• Effective two-way links to speed up automated procedures. 
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VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Child & 
Family Services—Purchase of Services 

 
Context Diagram 

 
Purpose:
• to accurately and timely pay 

for services related to client's 
need

Trigger:
• Signing of the 

contract/POSO by 
the vendor.

• Also the returning 
of the invoice to 
the Local Agency

Inputs:
• 1. billing and client 

information into local 
system, i.e. Thomas 
Brothers/Harmony, 
including type of service , 
cost, number of units, 
vendor information and 
delivery dates or 

• 2. alternatively is a manual 
petty cash check issued in 
relation to emergency need, 
then petty cash is 
reimbursed through the 
local system process , 

• 3. supervisor approval for 
purchase of services, 

• 4. invoice

Outputs:
• 1. Check from local system; 
• 2. warrant register; 
• 3. letter or contract with 

vendor; 
• 4. information is transferred 

to LASER for 
reimbursement or sent by 
email to state 

• 5. Data set sent to CSA

Outcome:
• Payment for services

Handoffs:
• Will vary from agency to agency: 
• 1. Worker produces purchase 

order and signs, 
• 2. supervisor signs PO, 
• 3. financial officer signs PO, 
• 4. vendor, 
• 5. clerk receives invoice in mail 

gives to 
• 6. worker - reconciles and signs 

sends to 
• 7. supervisor sends to 
• 8. financial officer - enters into 

local system for payment, warrant 
register and check is generated, 
signed by 

• 9. director, signed by 
• 10. county treasurer, goes back to 
• 11. financial officer , given to 
• 12. clerk for postage

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• LASER? 
• Email of payment 

information?

After Work:
• 1. tracking program 

fund expenditures, 
• 2. reconciliation with 

vendor over payment 
discrepancies or lost 
checks , 

• 3. Contacting vendors 
when Invoices are late.

• 4. where applicable -
issuance of 
replacement checks.  

• 5. Entering of data for 
CSA

Cost Drivers:
• labor intensive due to 

all of the different hand-
offs, 

• postage costs due to 
manual mailing, 

• printing checks, 
• multiple copies of 

purchase orders

Integral Process:
• Purchase of services 

policy , 
• state reimbursement 

policy , 
• budget, 
• program policy, 
• local accounting systems

Peripheral Process:
• local financial policy and 

procedure, 
• federal tax policy

Redundancies:
• 1. huge number of 

handoffs, 
• 2. outdated purchase 

order policy - i.e. 
required number of 
signatures before actual 
payment

Issues
• number of signatures 

and handoffs, 
• in most localities there 

is no connection 
between dss systems 
and local systems 
(transfer of warrant 
registers, etc.), 

• different state and local 
budget years.  

• Policy has not been 
updated regularly.  

• Some policy dates back 
to 1988.

Number of Client 
Visits
• none
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Child & 
Family Services—Purchase of Services 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order to payment. 
• Labor intensive – manual data, mailing, system input (LASER & Local system). 
• Maintaining copies of paper bills/receipt of service within case file. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off month. 
• Antiquated purchase of service policy. 

 
2. Existing Outputs 
 

• Variety of local financial systems used. 
• DSS generated paper – purchase orders and invoices. Paper checks still issued. 
• No online capability of sharing info related to submitting invoices.  

 
3. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality do not always match the system used by 

the locality, so then info has to be entered manually into LASER. 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. 
• No penalty for late submission of bills. 

 
 

Exercise 5 — Sub-process Name: Child & Family Services—
Purchase of Services 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”:  
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• None 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None 
 
 

Exercise 6 — Sub-process Name: Child & Family Services—
Purchase of Services 

 
Define the following for the existing Sub-process: 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 

 
 

Exercise 7 — Sub-process Name: Child & Family Services—
Purchase of Services 

 
CYCLE TIME  
 

• 15 to 45 days average from receipt of invoice to payment 
 
ELAPSED WORKLOAD 
 

• N/A 
 

1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
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• Multiple signoffs, four signoffs to every purchase order and invoice = lack of trust. 
• Paper trail is a necessity, rather than electronic POS, lost invoices. 
• Multiple methods of completing purchasing and fiscal process. 
• Local financial system = efficient in that once vendor and client are in the system, 

PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function 

• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Locality must estimate city/county match. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs: 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must set up their 

own management scheme for that particular fund, in order to maximize use of 
budget line. 

 
3. Describe the significant variations observed during local visits. 

 
• Who completes data entry into local system to generate the Purchase orders and 

invoices – could be clerical, service worker and supervisor.  
• Use of different financial systems to best-fit needs of particular locality. 

 
 

Exercise 8 — Sub-process Name: Child & Family Services—
Purchase of Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of local financial system.  
• Web-based application to the CSA Data Set that allows the Fiscal officer to enter 

the information directly to their system. 
• Local systems that limit POS impact. 

 
Exercise 9 — Sub-process Name: Child & Family Services—

Purchase of Services 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
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• Re-evaluation of policy requirements. 

 
2. Existing Outputs 
 

• None 
 

3. Current Information System 
 

• None 
 
4. Current Outcome 
 

• None 
 

Exercise 10 — Sub-process Name: Child & Family Services—
Purchase of Services 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures. 
• Training on updated Purchase of Service Policy. 
• More efficient way to request payment for services. 
• More efficient way to process payments for services. 
• No manual intervention between systems. 
• Purchase of service history part of electronic case record. 

 
2. Outputs 
 

• Direct Deposit and/or EFT for vendor payments. 
 
3. Outcomes 
 

• Faster processing of requests. 
• Faster payments to vendors. 

 
4. Use of Technology 
 

• Higher level of automated support. 
• Standardize and implement statewide systems, wherever possible incorporating 

code and procedure. 
 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 85  
 

 

Exercise 3 — Sub-process Name: Child Care Case Management 
 

Context Diagram 
 

Purpose:
• Continued eligibility

Trigger:
• Pre-approved 

application for 
child care service/
assistance.

Inputs:
• Request for Emergency 

services
• Assessments
• Service Plans
• Provider Contract
• Recruiting Vendors
• Community Coordination
• Multiple Forms to/from 

providers
• TB tests results
• Criminal/CPS background 

checks
• Reported Changes
• Transitional letters
• Purchase of service 

process

Outputs:
• Approval/Denial
• Notices
• Provision of emergency 

services
• Computation worksheets
• Data entry
• Change notices to VIEW/

benefits staff
• Information brochures to 

client
• Purchase of Services
• Mail checks
• Manual list of day care 

providers
• Consumer Education/Public 

Speaking
• Referrals

Outcome:
• Accurate and timely 

actions on an on-going 
case that results in 
accurate and 
appropriate benefits.

Handoffs:
• Case Manager/On-going,  

Accounting (Invoice), Provider, 
On-going, Accounting, Provider.

• Next day emergency service: On-
going, Accounting, Recipient.

• Supervisor review

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• VACIS
• Local systems
• Child care interim 

system

After Work:
• Discussions with View/

Benefits/Licensing staff
• phone calls
• filing
• Re-determinations
• CPS Staff
• Supervisory Review
• Un-encumber POSOs

Cost Drivers:
• Paper driven
• Timely process
• Reviews
• Storage
• Costs of services

Integral Process:
• Program policy
• Fraud
• Fair hearings
• QA
• Federal block grant 
• Child care providers
• Head Start
• Training
• Reporting
• Fiscal
• VIEW/TanfProgram 

policy
• wait list

Peripheral Process:
• LEARNFARE
• FSET
• FEP
• USDA
• Health Department
• CPS Checks (unlicensed)
• Criminal History Checks 

(unlicened)
• DCSE

Redundancies:
• Accounting process, 

verifications, interviews, 
• Replication of 

information for various 
cases

• Handling
• Notices
• Multiple case reviews / 

interviews
• System searches
• Manually documenting 

search information

Issues
• Manual process
• Review dates vary
• Funding management

Number of Client 
Visits
• Varies
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 Exercise 4 — Sub-process Name: Child Care Case Management 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Timely manual process. 
• Ongoing review time varies with category of assistance. 
• Process varies with program. 
• Face-to-face interviews. 
• Manual Application.  
• Outdated policy. 
• Criminal & CPS checks completed outside of local agency. 
• Limited funding. 
• Payments to vendor are timely. 
• Another interview with another type of worker asking for the same verifications 

from the client. 
• Communication issues between units and workers requires a high-level of 

coordination. 
 
2. Existing Outputs 
 

• Manual process. 
 
3. Current Information System 
 

• No automated systems input. 
 
4. Current Outcome 
 

• Accurate and timely actions on case that results in accurate and appropriate 
approval/denial of benefits. 

 
 
Exercise 5 — Sub-process Name: Child Care Case Management 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
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Exercise 6 — Sub-process Name: Child Care Case Management 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Various changes in process/policy will have to be made due to differences in 
categories of assistance. 

• Paper driven/No current plan to automate program. 
• Too many staff involved in process. 
• Assignment of case to a CCW is too long. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• State and Locally administered programs can lead to great diversity due to 
subjectivity of policy. 

• Difficult to make changes due to diverse categories. 
• Outdated Policy. 
• Programs operate separate. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Routine. 
• Parental choice should be honored – but they are not trusted to pay their own 

bills for child care. 
 
Exercise 7 — Sub-process Name: Child Care Case Management 

 
CYCLE TIME  
 

• 45-60 days 
 
ELAPSED WORKLOAD 
 

• N/A 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Oral communication between locals/worker and fiscal due to lack of system 
information. 

• Cultural paternalism in relationship with clients. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
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• Needed verifications can tie up approval/denial process that will lead to an 
extension. 

• Relationships with providers. 
• Relationships with other line workers to secure documentation needed to 

communicate changes. 
 
3. Describe the significant variations observed during local visits. 
 

• Co-location of child care and eligibility workers/service workers, depending upon 
local structure. 

• Single worker for child care and other related service workers. 
 
 
Exercise 8 — Sub-process Name: Child Care Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Electronic files. 
• Emergency assistance distributed the next day. 
• Co-location of child care with services/eligibility workers. 

 
 
Exercise 9 — Sub-process Name: Child Care Case Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Verification drop offs prior to second interview. 
• Consistency in process between locals. 
• Use of automated forms. 
• Assessment completed at initial visit after potential eligibility. 
• Link listed for automated day care provider list as opposed to manual copy. 
• Set-up file same day. 
• Scheduled follow-up appointment same day and provide appointment letters. 
• All searches completed at initial screening. 

 
2. Existing Outputs 
 
3. Current Information System 
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4. Current Outcome 
 
 
Exercise 10 — Sub-process Name: Child Care Case Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Redefine the roles and responsibilities of State and regional staff. 
• Set standards for delivering Child Care across the enterprise; i.e., priority 

handling.   
• Identify in what way information collected at the local level populates the data 

needed by the State to do due diligence in program oversight. 
• Eliminate the paper-based business methods with alternative methods that 

improve cycle time. 
• Updated policy immediately available to all users and searchable 
• Re-evaluate the delivery of child care services separate from all other benefits 

and services that require an eligibility test.  Ask the question if better service can 
be provided to a family when all the factors/benefits are known.  Identify how 
much duplicative data handling could be eliminated. 

• State-level administration of funds 
• Provider registry available statewide. 

 
 
2. Outputs 
 
3. Outcomes 
 

• Create a standardized look and feel for the child care program across localities 
without hampering local operational structures. 

• Automate timeline/tickler system. 
 
4. Use of Technology 
 

• Automate for interactive interviewing. 
• Automate child care case management. 
• Automate for interactive interviewing. 
• Automate timeline/tickler system. 
• Identify how Dolphin can be used to populate child care automation as changes 

are made.  Updates to provider information only entered one time. 
• Produce reports and executive management information without human 

intervention. 
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 Exercise 3 — Sub-process Name: Child Care Intake 
 

Context Diagram 
 

Purpose:
• To assist eligible families in 

the arrangement for and/or 
purchase of child care for 
children that is less than a 24 
hour day.

Trigger:
• Application for child 

care service/
assistance.

• Referral from VIEW
• Income verification

Inputs:
• Application for Assistance 
• Face-to-face screening
• Key benefit history into VACIS
• Referrals from inside/outside 

agencies
• Multiple forms to/from providers
• TB test results (unlicensed)
• Criminal / CPS Background 

checks (unlicensed)
• Screen via phone call for 

waiting list
• System searches
• Immunization records

Outputs:
• Potential eligibility determination
• Provide consumer education
• NOA's to client, provider and benefits 

staff
• Referrals to resources
• Purchase of services
• Evaluation forms/income eligibility 

worksheet
• Service Plan
• Program explanation
• Provider information
• Verify provider rates
• Fee payment agreement
• Multiple Forms to provider & applicant
• Provider agreements
• Quality Initiative
• VACIS data entry

Outcome:
• Potential eligibility 

determination
• Waiting List

Handoffs (vary across 
agencies ):
• Screener
• Intake
• Set-up Person
• Case Manager
• Supervisor
• Fiscal
• Case Manager
• Mail handler

Incoming – Other 
System:
• ADAPT 
• DMV
• VEC
• SVES
• APECS
• FSP
• SLH
• DOLPHIN

Outgoing – Other 
System:
• VACIS
• Local systems
• Child care interim 

system

After Work:
• Computer Screening 

Sheet forwarded to 
Support Worker for 
possible set-up.

• Discussions with View/
Benefits staff

• Phone calls
• Filing
• System input
• Supevisorsory review 

for approval
• Referral to provider 

manager

Cost Drivers:
• Paper-based
• Staff hours
• Multiple systems/

programs
• paper checks/

replacements to 
providers

• postage/mailing of 
checks

• duplication

Integral Process:
• Program policy
• Fraud
• Fair hearings
• Informal QA
• Federal block grant 
• Child care providers
• Head Start
• Training
• Reporting
• Fiscal
• Food Stamps
• CPS case
• VIEW/Tanf

Peripheral Process:
• LEARNFARE
• FSET
• VIEW
• USDA
• Health Department
• CPS Checks (unlicensed)
• Criminal History Checks 

(unlicened)
• DCSE

Redundancies:
• Potential recipient has 

to return for 2nd 
appointment with 
verifications (in some 
agencies only 1 
interview)

• Income verifications
• information requested is 

repetitive of information 
requested within 
benefits (vice versa)

• System input
• income requirements 

similar to benefits but 
more lenient

• Number of hand-offs
• Set-up person searches 

more screens

Issues
• Staff involved
• Not all localities have 

wait lists, others have 
long wait lists.  

• Payment process to 
providers not timely

• Child care fees exceed 
state reimbursement 
amount leaving client 
responsible for balance.

Number of Client 
Visits
• Up to 3 visits depending 

on agency
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 Exercise 4 — Sub-process Name: Child Care Intake  
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Time-consuming manual process. 
• Outdated policy. 
• Process varies with program from locality to locality. 
• Face-to-face interviews. 
• Manual Application.  
• All systems are not searched at initial screening. 
• Heavily paper form-based – approximately 13 or 14 forms. 
• Little or no communication between EWs and child care worker. 
• Requires communication with other agency workers with no system for 

communication. 
• Limited information collected at initial screening in many localities. 

 
2. Existing Outputs 
 

• Manual process. 
• State process for reporting entails a sampling effort and manual reporting. 
• Lacking provider information needed to due risk management. 
• Lacking the complete picture to produce management reports to systemically 

control quality and expenditures. 
• Policy is not searchable. 

 
3. Current Information System 
 

• No automated systems input. 
• The interim child care system contains all case information entered after the fact. 
• Does not contain information about the full lifecycle of the child in child care. 
• Interim child care system does not provide management information. 

 
4. Current Outcome 
 

• Different levels of oversight for providers. 
• Different look and feel between localities. 

 
 

Exercise 5 — Sub-process Name: Child Care Intake 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
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• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Child Care Intake 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Various changes in process/policy will have to be made due to differences in 
categories of assistance. 

• Paper driven/No current plan to automate program. 
• Too many staff involved in process. 
• Assignment of case to a CCW is too long. 
• Child Care Programs are spread out. 
• There are different programs within the program 
• A wide variety of configurations exist across the state as to what type of worker 

implements this program. 
• CPS and VIEW are priorities that get mixed with routine cases. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• State and Locally administered programs can lead to great diversity due to 
subjectivity of policy. 

• Difficult to make changes due to diverse categories. 
• Outdated Policy. 
• Programs operate separate. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Routine. 
• Parents/clients cannot be trusted to handle their day care allotment. 

 
 

Exercise 7 — Sub-process Name: Child Care Intake 
 
CYCLE TIME  
 

• 45-60 days 
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ELAPSED WORKLOAD 
 

• N/A 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Oral communication between locals/worker and fiscal due to lack of system 
information. 

• Needed verifications can tie up approval/denial process that will lead to an 
extension. 

• Priority cases fail to be prioritized. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships with local providers helps ensure acceptance of our clientele and 
our delay in payment to facilities. 

 
3. Describe the significant variations observed during local visits. 
 

• Workers assigned to the Child Care function may be either eligibility or services 
staff. 

 
 

Exercise 8 — Sub-process Name: Child Care Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Some localities have purchased local systems that allow electronic files 
• Emergency assistance distributed the next day. 
• Recognizing the need to handle CPS and VIEW priority cases outside of the 

routine caseload. 
 
 

Exercise 9 — Sub-process Name: Child Care Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process. 
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• Verification drop offs prior to second interview for those localities that have a 
second contact in their workflow. 

• Consistency in process between locals. 
• Use of automated forms. 
• Assessment completed at initial visit after potential eligibility. 
• All searches completed at initial screening. 
• Set-up file same day. 
• Schedule follow-up appointment same day and provide appointment letters. 
• Update the subsidy manual. 
• Define roles and responsibilities between State, “regional” and local entities. 
• Identify the information shared in currently manual format that can be converted 

to electronic data. 
• Identify.  
• Institute an electronic communication methodology for surveys and for 

aggregating information gleaned from surveys. 
• Update on-line child care manual reflecting the new division structure. 
• Identify opportunities to provide child care functionality in ADAPT or OASIS. 
• Better align Child Care policy with other programs. 

 
2. Existing Outputs 
 

• Use EBT or EFT for payment. 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Child Care Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Redefine the roles and responsibilities of State and regional staff. 
• Set standards for delivering Child Care across the enterprise; i.e., priority 

handling.   
• Identify in what way information collected at the local level populates the data 

needed by the state to do due diligence in program oversight. 
• Eliminate the paper-based business methods with alternative methods that 

improve cycle time. 
• Updated policy immediately available to all users and searchable. 
• Re-evaluate the delivery of child care services separate from all other benefits 

and services that require an eligibility test.  Ask the question if better service can 
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be provided to a family when all the factors/benefits are known.  Identify how 
much duplicative data handling could be eliminated. 

 
2. Outputs 
 

• Evaluate the payment relationship. 
• Consider use of EBT payments or EFT to providers. 
• Information output reflects the quality of information input/handling. 
• Reports should be automatic and give varying views of the provider base and the 

consumers. 
 
3. Outcomes 
 

• Create a standardized look and feel for the child care program across localities 
without hampering local operational structures. 

 
4. Use of Technology 
 

• Automate process. 
• Automate for interactive interviewing. 
• Automate time line /tickler system. 
• Identify how Dolphin can be used to populate child care automation as changes 

are made.  Updates to provider information only entered one time. 
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 Exercise 3 — Sub-process Name: Child Care Purchase of 
Services 

 
Context Diagram 

 
Purpose:
• to accurately and timely pay 

for services related to client's 
need

Trigger:
• Receipt of bill for 

services or 
approval of 
application

Inputs:
• 1. billing and client 

information into local 
system, i.e. Thomas 
Brothers/Harmony, 
including type of service, 
cost, number of units, 
vendor information and 
delivery dates or 

• 2. alternatively is a manual 
petty cash check issued in 
relation to emergency need, 
then petty cash is 
reimbursed through the 
local system process , 

• 3. supervisor approval for 
purchase of services, 

• 4. invoice

Outputs:
• 1. check from local system ; 
• 2. warrant register; 
• 3. prepaid checklist, 
• 4. letter or contract with 

vendor; 
• 5. information is transferred 

to LASER for 
reimbursement or sent by 
email to state

Outcome:
• Payment for services

Handoffs:
• Will vary from agency to agency: 
• 1. Worker produces purchase order and 

signs, 
• 2. supervisor signs PO, 
• 3. financial officer signs PO, 
• 4. vendor, 
• 5. clerk receives invoice in mail gives to 
• 6. worker - reconciles and signs sends to 
• 7. supervisor sends to 
• 8. financial officer - enters into local 

system for payment, warrant register and 
check is generated, signed by 

• 9. director, signed by 
• 10. county treasurer, goes back to 
• 11. financial officer , given to 
• 12. clerk for postage

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• LASER? 
• Email of payment 

information?

After Work:
• 1. tracking program 

fund expenditures, 
• 2. reconciliation with 

vendor over payment 
discrepancies or lost 
checks, 

• 3. where applicable -
issuance of 
replacement checks

Cost Drivers:
• labor intensive due to 

all of the different hand-
offs, 

• postage costs due to 
manual mailing, 

• printing checks, 
• multiple copies of 

purchase orders

Integral Process:
• Purchase of services 

policy, 
• state reimbursement 

policy, 
• budget, 
• program policy, 
• local accounting 

systems

Peripheral Process:
• local financial policy and 

procedure, 
• federal tax policy for in home 

care

Redundancies:
• 1. huge number of 

handoffs, 
• 2. outdated purchase 

order policy - i.e. 
required number of 
signatures before actual 
payment

Issues
• number of signatures 

and handoffs, 
• in most localities there 

is no connection 
between dss systems 
and local systems 
(transfer of warrant 
registers, etc.), 

• different state and local 
budget years

Number of Client 
Visits
• none
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 Exercise 4 — Sub-process Name: Child Care Purchase of 
Services 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order to payment. 
• Labor intensive – manual data, mailing, system input (LASER & Local system). 
• Maintaining copies of paper bills/receipt of service within case file. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off month. 
• Antiquated purchase of service policy. 
• Allocation management. 

 
2. Existing Outputs 
 

• Variety of local systems used, i.e. Thomas Brothers, Harmony. 
• DSS generated paper – purchase orders, invoices. Paper checks still issued. 
• No online capability of sharing info related to submitting invoices.  

 
3. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality do not always match the system used by 

the locality, so then info has to be entered manually into LASER. 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. 
• No penalty for late submission of bills. 

 
 

Exercise 5 — Sub-process Name: Child Care Purchase of 
Services 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”:  
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• None 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None 
 
 

Exercise 6 — Sub-process Name: Child Care Purchase of 
Services 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 

 
 

Exercise 7 — Sub-process Name: Child Care Purchase of 
Services 

 
CYCLE TIME  
 

• 15 to 45 days average from receipt of invoice to payment 
 
ELAPSED WORKLOAD 
 

• N/A 
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1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Multiple signoffs, four signoffs to every purchase order and invoice = lack of trust. 
• Paper trail is a necessity, rather than electronic POS, lost invoices. 
• Multiple methods of completing purchasing and fiscal process. 
• Thomas Brothers = efficient in that once vendor and client are in the system, 

PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function. 

• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Local must estimate city/county match. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must set up their 

own management scheme for that particular fund, in order to maximize use of 
budget line. 

 
3. Describe the significant variations observed during local visits. 
 

• Who completes data entry into local system to generate the Purchase orders and 
invoices – could be clerical, service worker and supervisor. 

• Use of different financial systems to best fit needs of particular locality. 
 
 

Exercise 8 — Sub-process Name: Child Care Purchase of 
Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of automated system.  
 
 

Exercise 9 — Sub-process Name: Child Care Purchase of 
Services 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process. 
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• Re-evaluation of purchase of services policy requirements and procedures. 
 
2. Existing Outputs 
 

• None 
 
3. Current Information System 
 

• None  
 
4. Current Outcome 
 

• None 
 

Exercise 10 — Sub-process Name: APS Purchase of Services 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures. 
• Training on updated Purchase of Service Policy. 
• Statewide – Standard financial system for all programs, services, all localities, 

with standard codes, line items, terminology. 
 
2. Outputs 
 

• Direct Deposit and/or EBT for vendor payments.  
 
3. Outcomes 
 

• Automated system. 
 
4. Use of Technology 
 

• Automated system completion. 
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Exercise 3 — Sub-process Name: CPS Initiate Court 
Proceedings 

 
Context Diagram 

 
 

Purpose:
• have court enter a finding of 

criminal abuse or neglect. 
Have the court order 
cooperation of the parent/
abuser with recommended 
services or investigation, 
enter a protective order or a 
removal order

Trigger:
• non compliance with 

initial contact , 
• non compliance with 

recommended services, 
• criminal charges filed, 
• imminent danger to 

child. 

Inputs:
• Oasis, 
• Adapt, 
• Vec, 
• DMV,
• Vacis, 
• school data base, 
• Canis
• parent interviews, 
• victim interviews, 
• sibling interviews, 
• collateral interviews, 
• non collateral interviews, 
• policy, 
• police department,  
• medical reports or affidavits, 
• pictures, 
• legal representation family 

services document,
• petition to the court, 
• team meeting service plans

Outputs:
• preliminary protective order,
• emergency removal order, 
• preliminary removal order, 
• petition,
• affidavit 

Outcome:
• order to cooperate with 

services or investigation 
or a finding of criminal/
civil  abuse or neglect ,

• preliminary or 
emergency order to 
remove the child or 
protective order 

• order to monitor the 
case

Handoffs:
• worker, 
• supervisor, 
• support tech, 
• worker,   
• support tech, 
• city attorney,
• referral to family preservation, 

worker, 
• court intake, 
• file clerk, 
• judge, 
• worker, 
• supervisor, 
• worker. 

Incoming – Other 
System:
• VEC
• DMV
• VACIS

Outgoing – Other 
System:

After Work:
• purchase of service of 

orders, 
• referral to vendors,
• phone calls to abuser, 
• letter of disposition and 

brochure, 
• copy of taped interview, 
• copies of assessments 

and investigations-with 
identifying information 
removed

Cost Drivers:
• wait time for court, 
• drive time, 
• cost of legal services , 

paper based referrals 
for services

• appeals 

Integral Process:
• policy, 
• supreme court training

Peripheral Process:
• child abuse center , 
• CASA, 
• interstate compact, 
• military family advocacy 

program, 
• request for  home study
• attorneys
• law enforcement

Redundancies:
• Filing an affidavit and 

then testifying to the 
affidavit in exparte 
hearing

• Information on affidavit 
is in OASIS but affidavit 
is not included in 
OASIS forms

Issues
• waiting times because 

of court processes, 
• court inconsistency in 

findings with CPS
• Affidavit not in OASIS

Number of 
Client Visits:
4 family team meeting, 
preliminary hearing, ex 
parte hearing, 
adjudication
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 Exercise 4 — Sub-process Name: CPS Initiate Court 
Proceedings 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Wasted time waiting for other entities to perform functions. 
• Waiting time in courts. 
• Transferring info in OASIS onto affidavit. 
• Time for filing petitions with court intake. 

 
2. Existing Outputs 
 

• Multiple notices – Legal representative, family preservation, court (manual). 
• Multiple court appearances. 
• Duplication of paper work faxed, original provided, further verification needed. 

 
3. Current Information System 
 

• Lack of system interfaces with court systems. 
• OASIS screens are too numerous; narrative takes a great deal of time. 
• Outdated information in available systems, i.e., ADAPT, School Net. 

 
4. Current Outcome 
 

• Adequate information not received in a timely manner. 
• Worker not adequately prepared in a timely manner. 

 
Exercise 5 — Sub-process Name: CPS Initiate Court 

Proceedings 
 
Define the following for the existing Sub-process: 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 103  
 

 

Exercise 6 — Sub-process Name: CPS Initiate Court 
Proceedings 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Danger – hazardous work environment. 
• High turnover (stress, salary). 
• Lack of skills training pertinent to the nature of the job. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Court docket. 
• No interface between OASIS and court information systems. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• CPS not seen as a priority by the courts (high wait time). 
• Courts authority to overrule investigation evidence to make a finding. 
• Seen as social workers not investigators. 

 
 

Exercise 7 — Sub-process Name: CPS Initiate Court 
Proceedings 

 
CYCLE TIME:   Exparte – 5 days 

Reviews – 21 days 
Trial - 30 days 

   May vary according to court docket and nature of proceedings. 
 
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Court does not place enough value on social worker’s time. 
• Everyone must be represented by an attorney (unfunded mandate). 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships developed with court staff, attorneys and judges. 
 
3. Describe the significant variations observed during local visits. 
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• CPS workers complete investigation, referral and appears for hearing vs. CPS 
investigator holds onto case until return to court for disposition. 

• CPS worker vs. attorney files petition.  
• Process for filing, court petition, submission of info for court intake. 

 
Exercise 8 — Sub-process Name: CPS Initiate Court 

Proceedings 

BEST PRACTICES (not observed) 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Faxed demographic information and affidavit to court intake prior to workers 
arrival.  Court petition prepared for workers signature upon arrival.  Petition can 
be heard in same day or next day depending upon completion time. 

• Agency prepares own petition and faxed or delivered to court intake for 
preparation. 

 
 

Exercise 9 — Sub-process Name: CPS Initiate Court 
Proceedings 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process. 
 
2. Existing Outputs. 
 
3. Current Information System. 
 
4. Current Outcome. 
 

 
Exercise 10 — Sub-process Name: CPS Initiate Court 

Proceedings 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process. 
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• Assigned court days for CPS cases. 
• Petition process completed by DSS as opposed to courts. 

 
2. Outputs 
 

• OASIS does not have synthesis function for information.  Case information is all 
or nothing when printed.  Makes preparation for court testimony difficult.  

 
3. Outcomes 
 
4. Use of Technology 
 

• Connection/interface between OASIS/Court system. 
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 Exercise 3 — Sub-process Name: CPS Family Assessment 
 

Context Diagram  

Purpose:
• To assess safety, risk,  and 

need for preventative/
supportive services.

Trigger:
• Validated referral 

from intake.

Inputs:
• Residential, medical 

personnel, schools, 
other jurisdiction or 
court

• parent, victim ,  sibling , 
collateral interviews 
and non-collateral 
interviews; 

• policy, police 
department, home 
visits , medical reports, 
pictures, 

• consent agreement/
release of information

• OASIS in-box 
complaints from the 
hotline.

• Screen prints
• OASIS
• ADAPT
• VEC
• DMV
• VACIS
• School database
• CANIS

Outputs:
• Initial Safety Assessment ,
• Safety Plan, 
• Protective Agreement, 
• Family Needs Assessment,
• Family Services Document,
• Affidavit , 
• Preliminary Protective 

Order, 
• trial, 
• Legal Request for Services, 
• Risk Assessment and SDM 

Risk Assessment summary
• OASIS, 
• Petition to court, 
• staffing with supervisor , 
• assignment log,  
• case log to generate 

monthly report, 
• brochure.
• Referral of ServiceOutcome:

• Referral for services, 
• referral to Preservation/

on-going, 
• Emergency or 

Preliminary Protective 
Order, 

• Preliminary Removal 
Order, 

• Emergency Removal 
Order.

Handoffs:
• Supervisor, 
• support tech, 
• worker; 
• supervisor, 
• support tech, 
• legal, 
• Family Preservation; 
• court intake,
• file clerk, 
• judge.

Incoming – Other 
System:

Outgoing – Other 
System:

After Work:
• Purchase of service,
• referral to vendors, 
• phone calls to abuser/

neglector, 
• letter of disposition,
• copies of assessments 

and other requests 
(contacts) to abuser/
neglector.

Cost Drivers:
• Staff time, 
• Labor  driven, 
• drive time, 
• more than one worker 

involved with the family .

Integral Process:
• Policy, 
• Foster Care
• CPS on-going

Peripheral Process:
• Child Abuse Program, 
• other localities, 
• courtesy interviews, 
• Military Family Advocacy 

Program 
• vendors,  
• police department, 
• child care.
• Court system
• School administration
• Medical facilities

Redundancies:
• Initial Safety Assessment and 

Safety Assessment for SDM, 
• Risk Assessment for SDM and 

OASIS, 
• Family Needs Assessment 

form completed while talking 
to client and then information 
re-entered into OASIS,  

• tags and 10 day pending 
letter, 

• child interviewed, 
• closing screen in OASIS ,  
• entering demographic 

information in Oasis when 
information already in ADAPT, 

• notifying the alleged abuser 
verbally and in writing.

Issues
• Inadequate information 

to determine accurate 
validity; 

• successive invalid 
complaint accepted 
after repeated phone 
calls from complainant 
made valid; 

• malicious complaints .

Number of 
Home & 
School Visits:
7 at most  substance 
exposed infant hospital 
visit or interview with 
child, interview with the 
parent, interview , 
interview with siblings, 
leave a letter, pick up 
information, appeal 
hearing
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 Exercise 4 - Sub-process Name: CPS Family Assessment 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Handwritten Family Needs Assessment has to be re-entered into Oasis. 
• Complaints can be malicious, however process/assessment has to be 

completed. 
• Invalid referrals are overridden and made a Family Assessment when there does 

not appear to be a validated complaint. (Policy interpretation.) 
• Travel time wasted on failed attempts to contact parties involved (especially 

when call is malicious). 
• Family Assessment Summary and Close Summary can be redundant. 
• Duplicative assessments. 

 
2. Existing Outputs 
 

• Merge duplicative assessments in OASIS.   
 
3. Current Information System 
 

• Lack of system interfaces with other pertinent systems. 
• Outdated information in available systems. 

 
4. Current Outcome 
 

• Malicious complaints are time-consuming. 
• Even though a family may not appear to need services, based on FNA or at least 

the level of services (which SDM dictates), services are recommended and a 
referral to Preservation is made based on high risk because of past 
circumstances.  It is parent’s option to accept service.  Preservation’s time is 
wasted making the initial contact.  CPS’ time is wasted submitting referral to 
Preservation. 

• Assessed Risk level in Family Needs Assessment and SDM Risk Assessment at 
times are inconsistent. 

• The more layers in the unit, the more handoffs. 
 
 

Exercise 5 Sub-process Name: CPS Family Assessment 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• SDM pilot. 
• OASIS upgrade currently underway (?). 
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2. Existing Issues that will be corrected by the “change in progress”: 
 

• Will create consistent prioritization of imminent danger or threat of harm, 
consistent risk levels. 

• Modify screens in OASIS in order to Terminate Family Assessment if complaint is 
invalid or services are not needed. 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Issue/change noted above is not of the change in progress. 
 
 

Exercise 6 — Sub-process Name: CPS Family Assessment 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
  

• Once a process is started, it must be completed to the end, even if it is 
unnecessary. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Policy. 
• Accept complaint after initially screened out, based on numerous follow-up calls. 
• It might turn out to be abuse or neglect. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Schools complaints presumed to be valid and take precedence over other calls. 
• Complete FNA process just because it was validated. 
• Perception of confidentiality. 
• Division of duties within program. 

 
 

Exercise 7 — Sub-process Name: CPS Family Assessment 
 
CYCLE TIME 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Local decision-making. 
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2. Describe the informal organization required for individuals to be effective in their 
jobs. 

 
3. Describe the significant variations observed during local visits. 

 
• Comp time vs. overtime pay vs. flexible work hours. 
• Screener being on-call or not being on-call. 
• Assignment of complaint made by supervisor vs. assignment by intake/screener. 
• Some screeners are also investigators and maintain a caseload. 
• Templates available by request. 
• Hardcopy of FNA complete and signed vs. OASIS FNA completed only. 

 
 

Exercise 8 — Sub-process Name: CPS Family Assessment 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• SDM tools. 
• Access to ADAPT. 
• Preservation access to CPS information in Oasis. 
• Local agency determines response time. 
• Immediate documentation of information into Oasis. 
• Communication between programs or units – Co-locate. 
• Use of templates. 
• Phone in dictation to a dedicated source. 
• Phone in initial assessments for dictation. 
• Sign agreement by client and worker. 
 

 
Exercise 9 — Sub-process Name: CPS Family Assessment 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• SDM screening tool. 
• Hotline refresher training. 

 
2. Existing Outputs 
 
3. Current Information System 
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• Documentation in OASIS refresher training. 

 
4. Current Outcome 
 

• Assess safety and risk, as well as a need for services. 
 
 

Exercise 10 — Sub-process Name: CPS Family Assessment 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Having access to criminal records. 
• Terminate Family Assessment after initial visit if complaint is invalid or no 

additional services needed. 
 
2. Outputs 
 

• Data sharing other process. 
• Upgrade OASIS. (More user-friendly). 
• Change policy for malicious calls. 

 
3. Outcomes 
 

• Less time wasted for CPS Worker. 
• Service recommended consistent with outcome of assessment. No guess work. 
• No unnecessary referrals. 

 
4. Use of Technology 
 

• OASIS and SDM work together to remove redundancies in assessments. 
• Single sign-on process. 
• SDM Risk Assessment consistent with FNA Risk Assessment. 
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 Exercise 3 — Sub-process Name: CPS Intake 
 

Context Diagram  
 

Purpose:
• To create a record of the 

allegation/complaint and 
record sufficient information 
to determine validity

• Identify response level
• Establish tracking 

mechanism

Trigger:
• Receipt of 

Complaint

Inputs:
• Demograhics
• Allegation
• Complaint specifics
• Oasis 
• Adapt 
• VEC 
• DMV
• VACIS 
• school data base 
• CANIS
• hotline inbox complaints

Outputs:
• Referral
• SDM tool
• Assignment to Worker

Outcome:
• Timely referral for 

investigation or 
assessment

Handoffs:
• Screener/Intake worker
• Supervisor
• Worker
• Preservation Worker.

Incoming – Other 
System:
• Outgoing – Other 

System:
•

After Work:
• consultation with 

assigned worker, 
• follow up phone calls 

with complaintant, 
• Logs
• Coordination with 

attorneys
• Follow-up with family 

members

Cost Drivers:
• Paper-based referrals
• Repeated invalid 

complaints on same 
child

• Malicious complaints 

Integral Process:
• Policy
• police department, 
• school administration, 
• medical profession , 
• Foster Care, 
• vendors, 
• Family Preservation,
• CPS On-going.

Peripheral Process:
• Other localities , 
• courtesy interviews, 
• military family advocacy 

program, 
• Complainant
• Medical facilities
• Courts
• Providers
• School
• Training

Redundancies:
• Handwritten referral and 

data entry into Referral 
in OASIS

• brief interview with child 
over phone to confirm 
validation

• supervisor sign off on 
the Referral or SDM 
override.

Issues
• Inadequate information 

to determine accurate 
validity; 

• successive invalid 
complaint accepted 
after repeated phone 
calls from complainant 
made valid; 

• malicious complaints .

Number of 
Client Visits:
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Exercise 4 — Sub-process Name: CPS Intake 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Validity determination varies from agency to agency – interpretations are different 
indicating there is a potential training issue. 

• Handwritten referral and OASIS data entry. 
• Obtaining incomplete information requiring follow up phone calls. 
• The person that does intake varies from locality to locality – may be specialized 

or generic. 
 
2. Existing Outputs 
 

• Worker error- transposing numbers on addresses. 
• Not all agencies are interactive putting information directly into OASIS. 

 
3. Current Information System 
 

• Lack of system interfaces with other systems. 
• Outdated information in available systems. 
• OASIS is sometimes slow to respond when pulling up screens – this slows down 

the interactive use; may hourglass or kick user out of system. 
• Link relationship feature is a waste of time.  Multiple families sometimes reside in 

the home. 
• Once calls have been screened out, the screen becomes read-only. 
• If another call/message need to be entered, it has to be added to notes.  It 

cannot be added to the narrative.  Complaints/collaterals cannot be added also. 
• Cannot override changing an assessment to an investigation without having to 

enter the data/information in a new referral. 
• Hyphenated names have to be entered exactly.  If both hyphenated names are 

not known, OASIS will not search one or the other. 
 
4. Current Outcome 
 

• Number of hand-offs after receipt may delay response and timeliness. 
• Inaccurate information may delay response time. 

 
 

Exercise 5 — Sub-process Name: CPS Intake 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
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• SDM pilot. 

 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• Will create consistent prioritization of imminent danger or threat of harm. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: CPS Intake 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• There are no standards or guidelines for handling malicious complaints not 
screened out when additional complaints are made after initial visit. 

• Paper-based procedures vary by local agency. 
• Wide variety of social works may be taking complaints with varying levels of 

expertise depending upon the agency. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Policy and practice are mixed together in the manual…it makes it difficult to 
locate specific policy. 

• Accept complaint after initially screened out, based on numerous follow-up calls. 
• Philosophy that it is important to follow up all complaints - it might turn out to be 

abuse or neglect. 
• Current environment funding, workload and turnover cause restrictions to change 

to accommodate. 
• Some pilot counties view SDM as duplicative and time-consuming. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Schools complaints presumed to be valid and take precedence over other calls. 
• Every complaint must be pursued. 

 
 

Exercise 7 — Sub-process Name: CPS Intake 
 
Cycle Time 
 

• Same day to 2 days for the complaint to leave intake. 
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Elapsed Workload 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Local decision-making based on social services philosophies. 
• Less and less experienced workers in the field, in general, which forces more 

supervision of their caseload. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs.  
 

• Relationships with mandated providers. 
 
3. Describe the significant variations observed during local visits. 

 
• Comp time vs. overtime pay vs. flexible work hours. 
• Screener being on call or not being on call. 
• Assignment by supervisor vs. assignment by intake/screener. 
• Some screeners are also investigators. 

 
 

Exercise 8 — Sub-process Name: CPS Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
  

• SDM 
• Access to adapt. 
• Ongoing access to CPS information in OASIS. 
• Local agency sets guideline for Level 1, 2 & 3 response time. 
• Immediate documentation of information into OASIS. 
• Communication between programs or units –Co-locate. 

 
 

Exercise 9 — Sub-process Name: CPS Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• SDM screening tool. 
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2. Existing Outputs 
 
3. Current Information System 
 

• Documentation in OASIS training. 
 
4. Current Outcome 
 

• Training in practice and policy. 
• Hot line refresher training. 

 
 

Exercise 10 — Sub-process Name: CPS Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Having access to national criminal records. 
• Having CANIS codes. 
• Policy manual and practices stripped apart. 
• More statewide similarity in response philosophies. 

 
2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 

• Oasis and SDM work together to remove redundancies; i.e., assessments. 
• Single sign-on process for all DSS systems. 
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 Exercise 3 — Sub-process Name: CPS Investigations 
 

Context Diagram 
 

 
 

Purpose:
• To assess safety, risk, threat 

of injury or harm and need 
for preventative services in a 
timely fashion.

Trigger:
• validated referral 

from intake & track 
decision

Inputs:
• Oasis, 
• Adapt, 
• Vec, 
• DMV,
• Vacis, 
• school data base,
• Canis
• Residential, 
• medical personnel, schools, 
• courts, 
• parent interviews,
• victim interviews, sibling 

interviews,
• collateral interviews, 
• non-collateral interviews, 
• policy, 
• police department, 
• home visits,
• medical reports, 
• pictures, 
• consent agreement-release of 

information, 
• Oasis in-box complaints from the 

hotline

Outputs:
• Initial Safety Assessment , 
• Safety Plan, 
• Protective Agreement, 
• 72-hour Removal document, 
• Family Services Document, 
• Affidavit, 
• Preliminary Protective Order,  
• Preliminary Removal Order, 
• trial, 
• Protective or Emergency Removal 

Order, 
• Disposition letter & brochure
• Legal Request for Services, 
• team meetings, 
• Summary in OASIS Risk Assessment 

and SDM Risk Assessment, 
• Petition to court, 
• staffing with supervisor , 
• assignment log,  
• Purchase of service
• case log to generate monthly report, 
• brochure.
• OASIS
• Central Registry
• Referral for service

Outcome:
• Referral for services
• removal of the child
• founded or unfounded 

complaint
• Referral to 

Preservation / On-
going.

Handoffs:
• Supervisor
• Worker
• Supervisor
• support tech
• Worker
• Supervisor
• Support
• ongoing worker.

Incoming – Other 
System:
• DMV
• VEC

Outgoing – Other 
System:

After Work:
• Appeal – if founded
• copy of taped interview
• copies of assessments 

and investigations-with 
identifying information 
removed.

Cost Drivers:
• Drive time
• paper based referrals, 
• Appeals
• wait time at police 

station for report 
generation

• more than one worker 
involved with the family

• OASIS data entry
• Multiple interviews with 

same person

Integral Process:
• Policy
• Court system
• School administration
• Medical facilities
• Licensing
• Foster care
• CPS ongoing

Peripheral Process:
• Child Abuse Program
• other localities
• courtesy interviews
• Military Family Advocacy 

Program
• Vendors
• Court system
• police department
• child care.
• Schools
• Medical facilities

Redundancies:
• Initial Assessment and 

Safety Assessment for 
SDM

• risk assessment for 
SDM and Oasis

• tags and 10 day 
pending letter

• child interviewed and 
have to reinterview with 
police present and/or 
child being interviewed 
at child abuse center

• closing screen in Oasis
• entering demographic 

information in Oasis 
when information 
already in adapt

• notifying the alleged 
abuser verbally and in 
writing.

Issues
• Not being able to 

comply with response 
time because of unable 
to complete initial 
contact with client.

• Requires high level of 
investigation skills and 
training is lacking

Number of 
Client Visits:
6 at most school, home, 
or office interviews with 
child, interview with the 
parent, interview , 
interview with siblings, 
leave a letter, pick up 
information, appeal 
hearing.
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Exercise 4 — Sub-process Name: CPS Investigations 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Wasted time waiting for other entities to perform functions. 
• Multiple/duplicate interviewing to include outside parties. 
• Travel time wasted on failed attempts to contact parties involved. 
• Duplicative assessment in short period of time – usually no changes. 
• Lack of skills training in gathering evidence and proper investigation techniques. 

 
2. Existing Outputs 
 

• Multiple notices. 
• Multiple court appearances. 
• Referrals to service providers are paper driven. 

 
3. Current Information System 
 

• Lack of system interfaces with other systems. 
• Duplicate screens in existing system. 
• Outdated information in available systems. 
• Duplicate entries cannot be deleted from the abuser/neglector screen in OASIS. 
• OASIS – too many screens. 

 
4. Current Outcome 
 

• Limited authority to require participation in needed services for out of family 
cases. 

• Duplicative investigative agencies – not always working together. 
 
 

Exercise 5 — Sub-process Name: CPS Investigations 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• SDM pilot. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• Will create consistent prioritization of imminent danger or threat of harm.
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The “change in progress” cannot be immediately or cannot completely correct the 
issue that has prompted the change due to the following barriers/limitations: 

 
• Unrealistic time frames to document initial contact or lack of initial contact (failed 

attempt). 
• Lack of cooperation from victim or abuser. 
• System requirements mandate change in business practices – workers are 

resistant to frequent change.  
 
 

Exercise 6 — Sub-process Name: CPS Investigations 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Depends on the availability of victim and abuser. 
• Joint investigations are encouraged – lack of training does not support us 

participating in that capacity. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Communication between programs. 
• Conflict with law enforcement regarding roles, expectations and shared goals. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Perception of confidentiality. 
• Division of duties within program. 
• Paternalistic nature of DSS. 

 
 

Exercise 7 — Sub-process Name: CPS Investigations 
 
CYCLE TIME: 
 

• 10 – 15 business days investigation to SDM 
• 45 – 60 business days investigation 

 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Local decision-making. 
• Policy, practice and procedure should be supported. 
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2. Describe the informal organization required for individuals to be effective in their 
jobs. 

 
• Individual relationships with partners in the community. 

 
3. Describe the significant variations observed during local visits. 

 
• Comp time vs. overtime pay vs. flexible work hours. 
• Alpha smart vs. laptop vs. hand written notes. 
• Signed cooperative agreements vs. no signed agreements. 
• Passing the case after completing the investigation vs. maintaining the case until 

return to court. 
• CPS finds placement vs. foster care finding the placement. 
• Some forms used as templates. 
• Hardcopy FNA vs. OASIS FNA. 

 
 

Exercise 8 — Sub-process Name: CPS Investigations 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• SDM 
• Access to ADAPT system. 
• Ongoing access to CPS information in OASIS. 
• Local agency set guidelines for level response time. 
• Dictation ability in the field (alpha smart, dragon dictate, voice recognition, digital 

recorder upload able to system). 
• Partnering with Police during same interview. 
• Local agency Protective Agreement between client and Agency. 
• Use of templates. 
• Phone-in initial assessments for dictation. 
• Coordination of FC placements between CPS and FC intake. 
• Child welfare case staffing. 

 
 

Exercise 9 — Sub-process Name: CPS Investigations 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
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• Joint investigations (with supported training) 
 

2. Existing Outputs 
 
3. Current Information System 
 

• Documentation in OASIS training. 
• Having access to criminal records. 

 
4. Current Outcome 
 

• Training- confidentiality requirements. 
 
 

Exercise 10 — Sub-process Name: CPS Investigations 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• On-call process. 
• Having access to national criminal records.  

 
2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 

• OASIS and SDM work together to remove redundancies. 
• Single sign-on process. 
• Link between OASIS and court system. 
• CPS court forms on OASIS. 
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Exercise 3 — Sub-process Name: Child Protective Services—
Purchase of Services 

 
Context Diagram 

 
 

Purpose:
• To provide payment  to the 

vendor for need / services 
provided to the client

Trigger:
• Receipt of invoice for 

service provided or 
approval of 
emergency need.

Inputs:
Will Vary :
• Manual input of billing 

information for P.O. or Invoice
• billing and client information into 

local system , i.e. Thomas 
Brothers/Harmony, including 
type of service, cost, number of 
units, vendor information and 
delivery dates 

• supervisor approval for purchase 
of services

• Invoice or emergency need

Outputs:
• 1. automated invoice / P.O. 
• 2. client will pick up invoice for vendor 

payment at local office
• 3. copy of P.O. / invoice to worker
• 4. Payment posted on-line by another 

unit locally , verified by clerk

Outcome:
• Payment for services / need

Handoffs:
Will vary from agency to agency : 
• 1. Worker 
• 2. Supervisor 
• 3. Clerical worker prepares  invoice / 

P.O.  If under $500, clerical worker 
signs

• 4. if over $500, supervisor signs
• 5. Clerical support 
• 6. Tech support keys into system, 

this goes automatically to fiscal *
• 7. Clerical 
• 8. worker 
• 9. supervisor
• 10. Clerical
• 11. Client
* fiscal generates P.O. / invoice to vendor

Incoming – Other 
System:
• None

Outgoing – Other System:
• none

After Work:
• reconciliation with vendor over 

payment discrepancies or lost 
checks , 

• where applicable – request for 
replacement checks

Cost Drivers:
• Multiple copies of purchase orders
• Labor intensive due to manual process

Integral Process:
• Purchase of services 

policy , 
• state reimbursement 

policy , 
• budget, 
• program policy, 
• local accounting 

systems

Peripheral Process:
• local financial policy and 

procedure
• federal tax policy for 

companion check deduction

Redundancies:
• 1. huge number of handoffs
• 2. outdated purchase order 

policy - i.e. required number of 
signatures before actual 
payment

• Manual preparation of invoice
• P.O. keyed in by another unit

Issues
• number of signatures and 

handoffs, 
• in most localities there is no 

connection between dss systems 
and local systems (transfer of 
warrant registers, etc.), 

• different state and local budget 
years

Number of Client 
Visits
• None
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 Exercise 4 — Sub-process Name: CPS—Purchase of Services 
 
List major deficiencies/inefficiencies in the existing: 
 
5. Work Process 
 

• Multiple handoffs – from issuing purchase order to payment. 
• Labor intensive – manual data, mailing, system input (LASER& Local system). 
• Maintaining copies of paper bills/receipt of service within case file, verifying 

payment within local system. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off-month. 
• Antiquated purchase of service policy. 

 
6. Existing Outputs 
 

• Variety of local systems used. 
• DSS generated paper – purchase orders, pre-paid checklist and invoices. Paper 

checks still issued. 
• Online capability of sharing info related to submitting invoices does not exist in all 

agencies. 
 
7. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality does not always match the system used 

by the locality, so then info has to be entered manually into LASER. 
 
8. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. 
• No penalty for late submission of bills. 

 
 
Exercise 5 — Sub-process Name: CPS—Purchase of Services 
 
Define the following for the existing Sub-process. 
 
3. Changes to the Sub-process that are currently underway in the Department: 
 

• Increasing security level clearance in effort to automate payment process (local 
agency). 

4. Existing Issues that will be corrected by the “change in progress”:  
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• Worker will not have to deliver P.O./invoice to technical support for automated 

input. 
 
5. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None 
 
 
Exercise 6 — Sub-process Name: CPS—Purchase of Services 
 
Define the following for the existing Sub-process. 
 
3. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 

 
4. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 

 
 
Exercise 7 — Sub-process Name: CPS—Purchase of Services 
 
CYCLE TIME: 
 

• 15 to 45 days average from receipt of invoice to payment.  
 
ELAPSED WORKLOAD: 
 
How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Multiple signoffs, four signoffs to every purchase order and invoice = lack of trust. 
• Paper trail is a necessity, rather than electronic POS, lost invoices. 
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• Multiple methods of completing purchasing and fiscal process. 
• Thomas Brothers = efficient in that once vendor and client are in the system, 

PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function. 

• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Local must estimate city/county match. 

 
Describe the informal organization required for individuals to be effective in their jobs. 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must set-up their 

own management scheme for that particular fund, in order to maximize use of 
budget line. 

 
Describe the significant variations observed during local visits. 
 

• Who completes data entry into local system to generate the Purchase orders and 
invoices – could be clerical, service worker and supervisor. 

• Use of different financial systems to best-fit needs of particular locality. 
 
 
Exercise 8 — Sub-process Name: CPS—Purchase of Services 
 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of local financial system to support fiscal procedure. 
• Use of local system capability to share info related to paid P.O.’s. 

 
 
Exercise 9 — Sub-process Name: CPS—Purchase of Services 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
5. Work Process 
 

• Possible re-evaluation of policy requirements. 
• Increase security clearance for automating payment requests. 

 
6. Existing Outputs 
 

• None 
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7. Current Information System 
 

• None   
 
8. Current Outcome 
 

• None 
 
 
Exercise 10 — Sub-process Name: CPS—Purchase of Services 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
5. Work Process 
 

• Automate request to purchase services. 
• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures. 
• Training on updated Purchase of Service Policy. 
• Decentralized (portable) payment producing systems, with link back to local 

automated security and accounting facility. 
 
6. Outputs 
 

• Direct Deposit and/or EBT for vendor payment. 
 
7. Outcomes 
 

• Request for and Payment of services to meet need can occur in less time without 
handoffs at lower cost. 

 
8. Use of Technology 
 

• To eliminate physical coordination, paper, handoffs. 
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Exercise 3 — Sub-process Name: Name: Energy Assistance—
Intake/Outreach 

 
Context Diagram 
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Purpose:
• 1a. Assist low-income 

households particularly those 
with lowest incomes that pay 
a higher a proportion of 
household income for home 
energy

• 1b. Fuel--to assist eligible 
households in meeting their 
immediate home energy 
needs, not intended to meet 
the households total costs 
during the heating season

• 1c. Cooling--to continue or 
provide cooling services to 
low income households 
when other resources cannot 
meet those needs

• 2. Crisis--resolve an energy 
crisis of eligible applicants 
within 48 hours or 18 hours 
in a life threatening situation.  

Trigger:
• 1. Application                                     

Outreach                      
Program Dates

• 2. Energy crisis                   
Denial of Fuel 
AssistanceInputs:

• Policy , 
• Client personal 

information, 
• Client circumstance, 
• Income, 
• Availability of funds , 
• Appeals

Outputs:
• Notice of Action (Generated 

by the State),
• Notice of Approval (state), 
• Credit authorization (from 

Home Office to Vendor), 
• Turnaround documents, 
• Referrals, 
• Data & Information sharing 

(i.e. data match with Food 
Stamps & TANF) 

• Case documentation & 
contacts,

• Local agency conference, 
• Worksheet evaluation, 
• Notice of payment made

Outcome:
• Provide payment for/to 

the client for household 
energy expenses

Handoffs:
• 1. Application dropped off / faxed /

mailed in—Reception          
• 2. Worker--data entry/approval or denial 
• 3.  State for processing and payment

Incoming – Other 
System:
• VEC, 
• SVES, 
• VACIS, 
• SDX, 
• ADAPT, 
• APECS

Outgoing – Other 
System:
• LASER, 
• VACIS MAPPER

After Work:
• Informing clients of the 

possibility of applying 
for other Energy 
Assistance Programs 
they may be eligible for, 
if they were denied for 
fuel assistance.  

• Referrals to other 
agencies if funds are no 
longer available.  

• Help settle Vendor/
Client disputes 

• Purging records / files 
after 3 years

Cost Drivers:
• Paper.  
• Telephone time
• Storage

Integral Process:
• Policy                                            
• Appeals                                           
• Fraud                                                            
• Training                                       
• Monitoring (i.e. non-formal QA)  
• Benefit Programs

Peripheral Process:
• Vendors

Redundancies:
• Not able to make a 

change in the system, 
must manually fill out 
form and pouch or fax 
to State to fix.  

• If client states they did 
not receive their pre-
approved application, 
then the LDSS must 
send out an application 
to them

• Another paper case file 
on same person

Issues
• Timeframes.   
• Antiquated system that 

doesn't communicate 
with other systems. 

• Paper based process, 
especially in regards to 
vendor/client payments. 

• Only have a one year 
history on clients. 

• Seventeen different 
exchange processes 
(i.e. payment 
exchanges).  

• Customer checks are 
written in COBOL.  

• Pre-approved 
applications are one 
moment in time. 

• Running out of money 
before the program has 
ended.  

• Seasonal personnel.  

Number of Client 
Visits
• 0 to 1 or more if 

client initiates
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 Exercise 4 — Sub-process Name: Energy Assistance—
Intake/Outreach 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Paper process. 
• No history stored for longer than one year. 
• Length of time waiting for benefit to be disbursed. 
• No parallel automation. 

 
2. Existing Outputs 
 

• Paper check. 
• Worksheet evaluation is manual. 
• Pre-approved applications capture only one moment in time. 
• Turnaround documents—Optionally printed—Redundancies. 

 
3. Current Information System 
 

• Antiquated—MAPPER system. 
• No sharing of information with other systems. 

 
4. Current Outcome 
 

• Time lag. 
• Paper/Manual process. 
• Application process ends before funds are fully allocated. 

 
 

Exercise 5 — Sub-process Name: Energy Assistance—
Intake/Outreach 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Data to be displayed via SPIDeR. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• Allow for better communication between benefits workers. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the issue that 

has prompted the change due to the following barriers/limitations: 
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Exercise 6 — Sub-process Name: Energy Assistance—
Intake/Outreach 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Paper checks generated from the State. 
• Seasonal employees and programs. 
• Amount of time between approval and the disbursement of the benefit. 
• Time restraints on placing the application in pending status. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Fund Allocation. 
• Not enough pre-approval on applications. 
• Vendor process is cumbersome. 
• Negotiated vendor agreements cannot be amended, nor can additional criteria be added 

to the agreement by the local DSS. 
• Because the State has to write a check, the lost & forged checks create another obtuse 

unnecessary process. 
• Seasonal workers are typically supervised by existing benefits supervisors, which adds 

more responsibility to the Supervisor and the Seasonal worker who may not know all the 
policy. 

• Seasonal employees do not always have system security/access approval. 
• Action Request Form must be completed when requesting several actions be taken, it 

must be manually filled out and forwarded by Courier or fax instead of entry onto the 
system. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Policy requires Home Office to research and answer all inquiries pertaining to 
authorization and payments to vendors, but it falls as a locality responsibility (conflicting 
policy—requires local DSS to relay program information and correspondence to 
contractors) 

 
 

Exercise 7 — Sub-process Name: Energy Assistance—
Intake/Outreach 

 
CYCLE TIME 
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Seasonal, Manual, Paper process. 
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2. Describe the informal organization required for individuals to be effective in their jobs. 

 
• Relationship LDSS has with local vendors. 
• Relationship LDSS has with Seasonal employees that run the program. 

 
3. Describe the significant variations observed during local visits. 

 
• Program was not in progress at times of visits. 

 
 

Exercise 8 — Sub-process Name: Energy Assistance—
Intake/Outreach 

BEST PRACTICES 

 
Describe work behaviors/methodologies, activities or use of technology that are in use in any 
locality/function that can or should be considered for preservation in the new business model. 
 

• Applications were in multiple languages (i.e. Spanish & English). 
• Application is available online to be printed by the applicant. 
• System consists of three screens—User-friendly. 
• Program policy is static—few changes. 
• Large number of the forms are computer generated (some from the State). 
• Link in Policy to the Forms Warehouse that allows the Local worker to order additional 

forms. 
 
 

Exercise 9 — Sub-process Name: Energy Assistance—
Intake/Outreach 

 
Define Quick Fixes that could be implemented in the following areas that would immediately 
improve performance and provide a cultural shift that could benefit change management 
objectives: 
 
1. Work Process 
 

• Application being available online and formatted into a Word document. 
 
2. Existing Outputs 
 

• Increase number of pre-approved applications. 
 
3. Current Information System 
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• Place benefits on EBT, setup direct deposit with vendors. 
 
4. Current Outcome 
 

• Allow Seasonal employees to have access to a computer system and appropriate 
security level to complete necessary data entry. 

• More in-depth training so that Seasonal workers will be able to work more 
independently. 

 
 

Exercise 10 — Sub-process Name: Energy Assistance—
Intake/Outreach 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Single handling of information across all programs. 
 
2. Outputs 
 

• Applications and Notices in different languages, not just Spanish and English. 
 
3. Outcomes 
 

• Worker advocacy partner in identifying needs and guiding to other supportive services 
when client is approved or denied. 

 
4. Use of Technology 
 

• Updated system to determine benefits and eligibility, as well as a system that 
communicates with other programs and systems. 

• Modification of ADAPT to process cases – important to have a single system for all case 
types. 
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 Exercise 3 — Sub-process Name: Energy Assistance—Case 
Management/Issuance/Reconciliation (State Level) 

 
Context Diagram 

 

Purpose:
• Provide payment for services 

delivered to the client/vendor  

Trigger:
• Receipt of 

approval of 
eligibility by the 
Local Agency

Inputs:
• Eligibility 

determination
• Availability of funds

Outputs:
• Notice of Action
• Notice of Approval
• Credit authorization 

(Amount to be paid and to 
whom)

• Turnaround documents
• Notice of payment made
• Fuel – Direct payment or a 

check to the client
• Crisis – Local check (can 

be issued to the client or 
vendor in emergency 
situations when time is of 
the essence in providing 
assistance .

• Cooling – Local check (see 
Crisis for clarification )

Outcome:
• Disbursement of funds 

to the vendor and/or to 
the client if warranted

Handoffs:
• FUEL—
1. Local agency sends authorization to State.  
2.Client Notices and authorizations are 
mailed out.  
3. State sends Warrant register to Treasury 
Office to cut check .  
4.  Treasury sends warrant register to 
Department of Accounts who actually cut the 
check.  
5. Warrant register is sent back to the Home 
Office (Finance Office) 
6.  Checks are sent to vendors or clients. 
7. State send TD to Local agency advising of 
payment
8. State sends Notice of Payment to client 
and Local agency.   
• CRISIS & COOLING—
1. Local agency sends authorization and 
itemized bill amount to the Home Office. ------
>Same as above for all steps

Incoming – Other 
System:
• VACIS

Outgoing – Other 
System:
• LASER, 
• VACIS 

After Work:
• Mailing of notices and 

credit authorization.
• Possible 

reimbursements to local 
agencies.

• Reports.
• Paymnt to vendors or 

clients.
• Contract negotiations 

for the next year.
• Research and answer 

all inquiries pertaining 
to authorization and 
payments to vendors.

• Coordinating with 
Community Action 
Program

Cost Drivers:
• Paper Process.  
• Telephone time
• Mailing Labor
• Mailing cost
• Paper Checks

Integral Process:
• Policy monitoring (i.e. QA)
• Training
• Recruitment of vendors
• Local agency operations
• Treasury
• Dept. of Accounts
• State Board (sets benefit amounts for 

cooling and crisis

Peripheral Process:
• Vendors
• Other Community Organizations

Redundancies:
• Responses to vendors and clients, 
• Notices sent to both client and local 

agency, as well as being found in the 
system.  

• Multiple systems with same client 
information.  

• FUEL—
1. Local agency sends authorization to State.  
2.Client Notices and authorizations are mailed 
out.  
3. State sends Warrant register to Treasury 
Office to cut check.  
4.  Treasury sends warrant register to 
Department of Accounts who actually cut the 
check.  
5. Warrant register is sent back to the Home 
Office (Finance Office)
6.  Checks are sent to vendors or clients. 
7. State send TD to Local agency advising of 
payment. 
8. State sends Notice of Payment to client and 
Local agency.   
• CRISIS & COOLING—
1. Local agency sends authorization and 
itemized bill amount to the Home Office. ------
>Same as above for all steps

Issues
• Number of Notices that go 

out.  
• Length of time on the Fuel 

program (i.e. length of time 
from eligibility determination 
until payment is received),

• CRISIS--Multiple payments 
can be made to a Crisis 
case, but the first bill must be 
paid before the second 
approval can be entered into 
the system.  

• Time delay.  
• No set allocation, funds will 

be held in a pool with all 
locals drawing from that pool 
until all funds are depleted or 
the program ends.

Number of Client 
Visits
• 0 
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VSSS As Is Analysis: - Exercise 4 — Sub-process: Name: Energy 
Assistance—Case Management/Issuance/Reconciliation (State Level) 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Paper process. 
• No history stored for longer than one year on the system. 
• Length of time it takes to disburse the payment. 
• Process of payment is a paper intensive process (i.e., printing of paper checks). 
• Process of reconciling lost or forged checks. 
• Handoffs at the State-level for the payment and issuing of the check. 

 
2. Existing Outputs 
 

• Paper check. 
• Worksheet evaluation is manual. 
• Pre-printed applications capture only one moment in time for single Food Stamp 

households. 
• Turnaround documents—Optionally printed—Redundancies. 
• Batching of output. 
• Paper notification of clients and vendors as to approval/denial. 

 
3. Current Information System 
 

• No sharing of information with other systems. 
• No parallel automation with the LDSS. 
• Out of date MAPPER-based Energy Assistance System. 

 
4. Current Outcome 
 

• Time lag from approval to disbursement. 
• Application process ends before funds are fully allocated. 

 
 

Exercise 5 — Sub-process: Name: Energy Assistance—Case 
Management/Issuance/Reconciliation (State Level) 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 
2. Existing Issues that will be corrected by the “change in progress”.  
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3. The “change in progress” cannot be immediately or cannot completely correct the issue that 
has prompted the change due to the following barriers/limitations: 

 
 

Exercise 6 — Sub-process: Name: Energy Assistance—Case 
Management/Issuance/Reconciliation (State Level) 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Paper checks generated from the State. 
• Seasonal employees and programs. 
• Amount of time between approval and the disbursement of the benefit. 
• Time restraints on placing the application in pending status. 
• Transferring back and forth of a disk from vendor to Home Office and back again 

throughout the programs. 
• Perception that cost is too high to move away from paper checks. 
• Reconciliation procedure for lost and forged checks. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Funding Allocations. 
• Not enough pre-approval on applications. 
• Vendor process is cumbersome. 
• Negotiated vendor agreements cannot be amended, nor can additional criteria be added 

to the agreement by the local DSS. 
• Because the State has to write a check, the lost & forged checks create another obtuse 

unnecessary process. 
• Seasonal workers are typically supervised by existing benefits supervisors, which adds 

more responsibility to the Supervisor and the Seasonal worker who may not know all the 
policy. 

• Seasonal employees do not always have system security/access approval. 
• Service Requests are being put on hold due to the BPR project. 
• Action Request Form must be completed when requesting several actions be taken, it 

must be manually filled out and forwarded by Courier or fax instead of entry onto the 
system. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Policy requires Home Office to research and answer all inquiries pertaining to 
authorization and payments to vendors, but it falls as a locality responsibility (conflicting 
policy—requires local DSS to relay program information and correspondence to 
contractors). 

• Service Requests being put on hold due to the BPR project. 
• Perceptions that paper check is an inexpensive output. 
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• Seven percent admin money to cover the expense of administering the program. 
• Continuing program – was to be a temporary fix, but has now become a permanent 

mandate. 
 
 

Exercise 7 — Sub-process: Name: Energy Assistance—Case 
Management/Issuance/Reconciliation (State Level) 

 
CYCLE TIME 
 

• Could be approved in October, but do not receive benefits until the second week of 
December. 

 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Seasonal. 
• Manual, Paper process. 
• Specialized workers. 
• All payments and reconciliation are done at home office level; locals feel they have no 

control over the payment aspect. 
 

2. Describe the informal organization required for individuals to be effective in their jobs. 
 

• Relationship with large vendors. 
• Relationship with LDSS and Home Office staff to move the procedure faster. 
• Correlation of training of the three pro. 

 
3. Describe the significant variations observed during local visits. 

 
• Program was not in progress at times of visits. 

 
 

Exercise 8 — Sub-process: Name: Energy Assistance—Case 
Management/Issuance/Reconciliation (State Level) 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in any 
locality/function that can or should be considered for preservation in the new business model. 
 

• Applications were in multiple languages (i.e. Spanish & English). 
• Application is available online to be printed by the applicant. 
• Program policy is static—few changes. 
• Large number of the forms are computer generated (most from the State). 



 As Is Findings 

 

VSSS BPR Project   Appendix E – Page 136  
 

 

• Link in Policy to the Forms Warehouse that allows the Local worker to order additional 
forms, as well as allow the worker to click on a heading in the Table of Contents and be 
taken to that specific item in the policy manual. 

• Exchange Vendor Process—exchanging of information with large vendors through the 
use of a diskette or tape. 

• Pre-printed and Pre-approved applications. 
 
 

Exercise 9 — Sub-process: Name: Energy Assistance—Case 
Management/Issuance/Reconciliation (State Level) 

 
Define Quick Fixes that could be implemented in the following areas that would immediately 
improve performance and provide a cultural shift that could benefit change management 
objectives: 
 
1. Work Process 
 

• Application being available online and formatted into a Word document. 
• Increase the usage of the Exchange vendor process. 
• Secure website to exchange information. 
• Remove the payment piece for cooling and crisis from the LDSS to the Home Office. 
• Centralize more things within the programs. 
• Contract program out so that LDSS does not need to do it. 
• Streamline the programs so that requirements are centralized. 

 
2. Existing Outputs 
 

• Increase number of pre-approved applications. 
• Application needs to be available in multiple languages, not just English and Spanish. 

 
3. Current Information System 
 

• Place benefits on EBT, setup direct deposit or EFT with vendors. 
• Vendor Exchange Process— secure web-based site – Transferring of data and 

payments to different agencies and vendors. 
 
4. Current Outcome 
 

• Allow Seasonal employees to have access to a computer system and appropriate 
security level to complete necessary data entry. 

• More in-depth training so that Seasonal workers will be able to work more 
independently. 

• Provide benefits within a specific timeframe. 
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Exercise 10 — Sub-process: Name: Energy Assistance—Case 
Management/Issuance/Reconciliation (State Level) 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Single handling of information across all programs. 
• Vendor Exchange process for all vendors. 
• Entrust the program to independent contractors so that LDSS does not have to maintain 

the program (if this occurs a worker advocacy partner in identifying needs and guiding to 
other supportive services when client is approved or denied, and to be used as a liaison 
between the LDSS and the contractor). 

 
2. Outputs 
 

• Applications and Notices in different languages, not just Spanish and English. 
• Increase the number of pre-approved applications to include multiple Food Stamp 

households. 
 
3. Outcomes 
 

• Worker advocacy partner in identifying needs and guiding to other supportive services 
when client is approved or denied. 

• Direct Deposit for Vendors and benefits being placed on EBT card for clients. 
• Maintain relationship with locals for problems or questions that may arise with the 

contractors. 
• If the program is going to continue, take it from a temporary program to a permanent 

program. 
 
4. Use of Technology 
 

• Updated system to determine benefits and eligibility, as well as a system that 
communicates with other programs and systems. 

• Secure Web-based system that allows the exchange of information and payment to and 
from vendors and LDSS to the Home Office. 

 
 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 138  
 

 

Exercise 3 — Sub-process Name: Foster Care Services Case 
Management 

 
Context Diagram 

 
Purpose:
• Secure a permanent 

placement for the child

Trigger:
• Completion of 

foster care service 
plan

Inputs:
• 1. Court orders; 
• 2. Guardian ad litem 

reports/interviews; 
• 3. CASA input where in 

place; 
• 4. Reports from placement 

provider; 
• 5. School reports, if 

applicable; 
• 6. CSA quarterly findings; 
• 7. Telephone calls and 

correspondence; 
• 8.  Service provider reports 

on family services; 
• 9. Child and family 

contacts; 
• 10. Community contacts; 
• 11. Agency staff contacts ; 
• 12. Provider invoices ; 
• 13. Visitation observations

Outputs:
• 1. Referrals for services for child and 

parents with accompanying documentation; 
• 2. Quarterly (usually ) CSA IFSP, budget, 

CAFAS; 
• 3. Foster  Care Transmittal, Petition for 

Review, Foster Care Review at 6 month 
review (this may be repeated at 6 month 
intervals  if Permanency Plan is not return 
home or other permanent goal achieved); 

• 4. Foster Care Transmittal, Petition for 
Permanency Planning Hearing, Foster 
Care Review, Foster Care Service Plan at 
12 months; 

• 5. Additional info on specifics to agency 
attorney including copies of significant 
reports, copies to GAL and opposing 
attorneys; 

• 6. Purchase of services (Use of Family 
Reunification Funds in DSS budget until 
exhausted for the year); 

• 7. Medicaid and/or Title IVE review forms 
and verifications; 

• 8. If goal is Permanent Foster, Permanent 
Foster Care Agreement and Permanent 
Foster Care Order 

Outcome:
• 1. Funding for services 

for child and family; 
• 2. Reunification, 

termination of parental 
rights, placement with 
other relative, adoption, 
permanent foster care, 
independent living

Handoffs:
• 1. Worker; 
• 2. Supervisor; 
• 3. Clerical worker for copying and mailings; 
• 4. Title IVE reviewers (for QA); 
• 5. Clerk for storage upon closure

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• 1. Purge any 

unnecessary or 
outdated purchasing 
info; 

• 2. Storage of closed file; 
• 3. In adoption, pulling 

appropriate information 
out (disability info , initial 
court order, TPR order, 
etc.)

Cost Drivers:
• 1. Duplicative nature of CSA for 

mandated and entitled services; 
• 2. paper intensive peripheral 

processes (CSA, Court, Referrals 
and applications); 

• 3. paper applications and copying of 
Title IVE and Medicaid referrals; 

• 4. labor intensive - multiple 
interviews with parents child, monthly 
visits with child , paper referrals and 
applications for placements, 
telephone work to monitor placement 
and services, filing huge amounts of 
paper in case files; 

• 5. paper files and storage forever; 
• 6. travel costs for visits with parents, 

visits to facilities , child and/or parents 
visits to service providers ; 

• 7. time spent waiting for court 
proceedings to occur; 

• 8. Must provide copies of all FC 
plans and reviews for all parties and 
attorneys for each court hearing;

Integral Process:
• 1. Program policy; 
• 2. training; 
• 3. Title IVE eligibility 

and Medicaid programs; 
• 4. Purchase and fiscal 

processes; 
• 5. CPS, Prevention of 

Foster Care, and Child 
and Family Services 
processes; 

• 6. QA

Peripheral Process:
• 1. Court,  
• 2. Juvenile Probation, 
• 3. Mental Health, 
• 4. Guardian ad litem 

program, 
• 5. CASA, 
• 6. CSA, 
• 7. Residential and Treatment 

Foster Care programs, 
• 8. Mentoring programs

Redundancies:
• 1.  CSA - IFSP 

quarterly, CAFAS

Issues
• 1. CSA; 
• 2. no automation of eligibility reviews ; 
• 3. ADAPT and OASIS do not talk to 

each other; communication between 
foster care worker and eligibility 
worker; 

• 4. OASIS does not provide prompts on 
what screens contain missing AFCAR 
info - have to hunt it down; 

• 5. Caseloads in current business 
environment are too high, support staff 
availability varies from agency to 
agency; 6. Requires large amount of 
hands on work on daily basis

Number of Client 
Visits
Varies due to large number 
of issues
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Exercise 4 — Sub-process Name: Foster Care Services Case 
Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 

 
• Assessment and service planning is duplicated for CSA. 
• On-going Training is limited and not available when needed. 
• Huge amounts of paper in the form of service provider reports. 
• Information in other files within the agency is not readily available – systems do 

not talk to each other. 
• Placement agencies have paper applications; information repeated BY HAND on 

each one. 
• Downtime waiting for court hearings is extremely costly. 
• Foster care services can be funded by multiple streams – Title IVE, IL, Respite 

Grant, CSA, Family Reunification, Local only, etc.  They all have their own 
limitations and requirements and reporting processes. Creates fiscal issues as 
well as a high margin of error. 

 
2. Existing Outputs 

 
• Copying data/reports for attorneys involved, courts, CSA, CASA… 
• Applications/re-determinations for eligibility benefits are all manual; verifications 

may be in-house but must be provided again. 
• Ongoing CSA process requires repeating IFSP and CAFAS every three months 

on average. 
• CAFAS has no intrinsic value to the foster care program or individual child – is 

expensive to purchase, requires certification training before workers can 
complete; and multiples are generated for the CSA program (12 pages per 
CAFAS). 

• Foster care records where children are not adopted must be kept indefinitely 
making this a storage issue. 

• DSS must enter case info on non-custodial even though not case manager in 
case – absurd! 

 
3. Current Information System 

 
• OASIS does not always print all the information entered (fields “other” which are 

typed in, are not printed). 
• OASIS does not have an even flow to the screens, difficult to locate what screen 

holds place for data missed (when checking AFCARS). 
 

4. Current Outcome 
 
• Communication between Eligibility Worker and Foster Care Worker not always 

as open or timely as it should be. 
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• Multiple funding streams for maintenance and services creates fertile 
environment for errors, miscommunications, loss of information, and more labor.  

• Title IVE payable services definitions/policy interpretation keeps changing.  
 
 

Exercise 5 — Sub-process Name: Foster Care Services Case 
Management 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• None known.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
 
 

Exercise 6 — Sub-process Name: Foster Care Services Case 
Management 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• CSA is a redundant process  - approval for funding on a mandated, entitled 
program; approval of service plans and reviews which are also approved by 
J&DR court. 

• Travel time takes a huge chunk of time particularly in visiting foster children in 
residential placements. 

• Non-custodial agreements are completely voluntary and parents often withdraw 
child from treatment before completion – costs large amounts of money in 
funding as well as work by the foster care worker. 

• Ongoing training is not offered enough. 
• Policy training should be offered by policy experts and practitioners. 
• Piecemeal approach to funding programs – respite grant, Independent Living 

grant, Title IVE grant, family reunification funds, CSA. 
• DSS service programs have become largely a “referral” process rather than a 

delivery program for our clients – due in part to lack of staffing, lack of admin 
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funding, continued piling of additional responsibilities without appropriate tools to 
be efficient. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• CSA is a peripheral process but has a huge impact and cost in FC – will require 
legal changes by the legislature to eliminate. 

• Lack of communication between DSS system and Court’s system. 
• CASA is a duplication to a large degree of the guardian ad litem responsibilities. 
• Stove pipe mentality between FC, CPS, and eligibility. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• When all else fails, dump the kid in Foster Care. 
• Judges are omnipotent; his time is more important than anyone else’s. 
• The localities can handle one more “little” thing - unfunded mandates, lack of 

funding for appropriate levels of staffing.  
• Change is bad. 

 
 

Exercise 7 — Sub-process Name:  Foster Care Services Case 
Management 

 
CYCLE TIME   
 

• Varies depending upon the case.  
  
ELAPSED WORKLOAD 
 

• Not known. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Stovepipes hamper meaningful and productive communication.  
• Tools are not available to make placement of a child a more efficient process – 

applications online, info from OASIS that can be transmitted to potential 
placements rather than printed and faxed. 

• Huge amounts of paper are generated and require filing and the manpower to do 
it. 

• Everything must be kept; nothing can be thrown away FOREVER. 
• We have a “depression era” mentality – perform on nothing, never throw anything 

away, and responsible to everyone. 
• Children are coming into foster care more damaged and with more serious, 

dangerous problems/behaviors.  OPINION: Prevention services are not funded 
and, thus, largely unavailable; stovepipes within our organization stifle the 
provision of services outside of those stovepipes. 
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2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships developed between workers, attorneys, and judges. 
• LA worker often becomes the local expert in placements– particularly in smaller 

localities. 
• Relationships between FC worker and local resources and residential facilities. 

 
3. Describe the significant variations observed during local visits. 

 
• How detailed the foster care service plan is done. 
• Some agencies have intake units for foster care that maintain the case for 

through approval of the service plan then transfer it to an ongoing worker 
• Some agencies have workers devoted exclusively to the Independent Living 

cases – 15 yrs., eight months and up. 
• Some agencies have workers that are exclusive to Title IVE cases. 
• House eligibility worker with the foster care unit to improve communication. 

 
 

Exercise 8 — Sub-process Name: Foster Care Services Case 
Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Team responsibility for FC case during first 60 days (FC & CPS or F&CS) – 
responsibilities of first 60 days are mapped out per worker. 

• Team responsibility for FC case of a child with disabilities aging out of the FC 
system for last 90 days (FC & AS). 

• Foster care plans be detailed items required of parents and child; reviews will list 
the items of the service plan with a note on each item as to progress. 

• Co-locate Title IVE/Medicaid worker with foster care workers. 
 

 
Exercise 9 — Sub-process Name: Foster Care Services Case 

Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
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• Provide updated training on a regular schedule. 
• Provide skills training, including interpretation of the Code (particularly 

termination statute); offer online training for workers. 
• Universal application for residential placements; online. 

 
2. Existing Outputs 
 

• Update and template an assessment form – distribute to all agencies.  
• Eligibility applications/evaluations on line in template form. 

 
3. Current Information System 
 

• AFCAR missing information screen – on missing elements, click on it and will 
take to appropriate screen for data entry. 

 
4. Current Outcome 
 

• Joint training of Title IVE eligibility required for foster care workers, eligibility 
workers, and fiscal officers/clerks involved in Title IVE payments. 

 
 

Exercise 10 — Sub-process Name: Foster Care Services Case 
Management 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Systems access locally with Central Registry and State Police Criminal Records. 
• Supportive technology that allows for electronic transmission to the court system 

of reports, home studies, and foster care plans and reviews.  
• Remove foster care from CSA purview. 

 
2. Outputs 
 

• Automated logs and calendars. 
• System security needs to be addressed as we branch out into other systems and 

use email for transferring info.  
• Eliminate non-custodial agreements – legislative change required/is a voluntary 

agreement agency can refuse. 
• System produced forms, notices, correspondence, reports – using system info 

(retains history) formatted for the user (court, group homes, CSA, private homes, 
etc.). 
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3. Outcomes 
 

• Systems link between DSS and Court System to transfer reports. 
• Regulation/negotiation of fees for residential services by the Home Office rather 

than by individual localities – HO has more bargaining power.  
• Combine all funding streams to a single grant for foster care services; all reports 

drawn off OASIS. 
 
4. Use of Technology 
 

• Electronic storage of closed foster care files.  
• System link with Court systems statewide; possibly other service providers. 
• All report data for funding be taken from OASIS/support system. 
• Info from support system should be transferable to outside agencies (need web-

based tech?). 
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 Exercise 3 — Sub-process Name: Foster Care Services – Intake 
 

Context Diagram 
 

Purpose:
• Assessment of strengths/

needs of child and family and 
plan for permanency

Trigger:
• Court order; 
• entrustment; 
• non-custodial foster 

care agreement signed
• 72-hour removalInputs:

• 1. Court order/entrustment agreement/non-custodial 
foster care agreement;  

• 2. DSS systems check ; 
• 3. CPS Investigation Report, if applicable (in OASIS); 
• 4. child interview; 
• 5. parents' interview(s); 
• 6. child's birth certificate, SSN card, immunization record, 

medical records, other provider records, school records, 
medical insurance card; 

• 7. parent's background info, employment verif, resource 
verif, demographic info, other provider records; 

• 8. Medical and dental exam results; 
• 9. Facility initial treatment plan (if residential or TFC 

placement); 
• 10. NOA from eligibility re: approval/denial of Medicaid 

and Title IVE; 

Outputs:
• 1. Assessment on child and family ; 
• 2. Foster Care Service Plan; 
• 3. Foster Care Transmittal; 
• 4. Service provider referrals; 
• 5. Data entry into OASIS;  
• 6. Placement agreement; 
• 7. Purchase Order/contract for placement 

services; 
• 8. Social history/ assessment on child and 

family to placement; 
• 9. Title IV-E and Medicaid application 

(app., income and resource verification; 
court order, facility license or foster home 
compliance form, birth certificate, SSN, 
medical insurance card, DCSE 501); 

• 10. CSA referral packet (Referral form, 
IFSP, budget, copies of reports in file, 
CAFAS, Certificate of Need, Rate 
Reimbursement form)-completed within 
14 days of placement; 

• 11. Application packet (s) for residential 
placement, if needed; 

• 12. Notification to Schools of child 's 
entrance into care, copy of court order, 
emergency contact info

Outcome:
• Placement made; 
• Foster Care Service 

Plan completed and 
filed with the Juvenile 
Court; 

• Funding established for 
child's care

Handoffs:
• 1. Supervisor 
• 2. Worker, 
• 3. Clerk to create file 
• 4. Worker, (May start with CPS or 

Family Services worker hand off 
to FC Supervisor depending upon 
origin of case)

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• Statistical /demographic 

info from OASIS to 
Home Office and Feds

After Work:
• FAPT meeting 

presentation, 
• multi-disciplinary team 

meetings, 
• IEP meetings in initial 

60 day time period 

Cost Drivers:
• 1. Duplicative nature of CSA for 

mandated services; 
• 2. paper intensive peripheral 

processes (CSA, Court, Referrals 
and applications); 

• 3. paper applications and copying of 
Title IVE and Medicaid referrals; 

• 4. labor intensive - multiple interviews 
with parents child, monthly visits with 
child, paper referrals and applications 
for placements, telephone work to 
monitor placement and services, filing 
huge amounts of paper in case files; 

• 5. paper files and storage forever; 
• 6. travel costs; 
• 7. time spent waiting for court 

proceedings to occur

Integral Process:
• 1. Program policy; 
• 2. training; 
• 3. Title IVE eligibility 

and Medicaid programs; 
4. Purchase and fiscal 
processes; 

• 5. CPS, Prevention of 
Foster Care, and Child 
and Family Services 
processes; 

• 6. QA 
• 7. Family team 

meetings (local)

Peripheral Process:
• 1. Court, 
• 2. Juvenile Probation, 
• 3. Mental Health, 
• 4. Guardian ad litem 

program, 
• 5. CASA, 
• 6. CSA, 
• 7. Residential and Treatment 

Foster Care programs, 
• 8. Mentoring programs

Redundancies:
• 1. Verifications for Title IVE eligibility 

already in FC file but must be copied, may 
be in another eligibility file but must be 
copied for IVE file; 

• 2. IFSP for CSA is shortened version of 
Foster Care Service Plan with child and 
family demographic information added, all 
this info is in OASIS ; 

• 3. CAFAS(12 pages) has no value in case 
management but is required by CSA; 

• 4. Assessment info in CPS - OASIS record 
does not transfer into OASIS foster care 
record (varies with agency);

• 5. CSA referral form and IFSP have 
duplicative information

Issues
• 1. CSA; 
• 2.no automation of eligibility applications ; 
• 3. ADAPT and OASIS do not talk to each other; 

communication between foster care worker and eligibility 
worker; 

• 4. OASIS does not provide prompts on what screens contain 
missing AFCAR info; 

• 5. huge amount of activity required in first 60 days; 
• 6. multiple court hearings within 60 days; 
• 7. poor communication and lack of standard on transfer of 

case between CPS and foster care units (varies with agency);
• 8. client confusion on who to call re : CPS issues still pending ; 
• 9. CPS case often not complete in OASIS at time of Foster 

Care case opening - data not readily available to FC worker 
when most needed (varies with agency); 

• 10. CSA requires large amount of paperwork completed within 
14 days of placement of child

Number of 
Client Visits
Varies depending upon 
how visits are set up and 
how often; 
• minimum 2 visits for 

the assessment 
section
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Exercise 4 — Sub-process Name: Foster Care Services – Intake 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 

 
• Assessment and service planning is duplicated for CSA. 
• Ongoing Training is limited and not available when needed. 
• Information often not available on the CPS case directly related to FC case. 
• Information in other files within the agency is not readily available – systems do 

not talk to each other. 
• Placement agencies have paper applications; information repeated BY HAND on 

each one. 
 
2. Existing Outputs 

 
• Assessment tool to gather information on social, medical, criminal, behavioral 

backgrounds of biological parents and children in foster care in needed but not 
available – could replace the CAFAS. 

• Applications for eligibility benefits are all manual; verifications may be in-house 
but must be provided again. 

• CSA Referral packet is completely redundant, manual. 
• CAFAS has no intrinsic value to the foster care program or individual child – is 

expensive to purchase, requires certification training before workers can 
complete and multiples are generated for the CSA program (12 pages per 
CAFAS). 

• CSA – IFSP must be completed within 14 days; Foster Care Service plan must 
be completed within 60 days. 

 
3. Current Information System 
 

• OASIS does not always print all the information entered (fields “other” which are 
typed in, are not printed). 

• OASIS does not have an even flow to the screens, difficult to locate what screen 
holds place for data missed (when checking AFCARS). 

 
4. Current Outcome 
 

• Communication between Eligibility Worker and Foster Care Worker not always 
as open or timely as it should be. 

• Multiple funding streams for maintenance and services creates fertile 
environment for errors, miscommunications, loss of information, and more labor 
processes. 

• Title IVE payable services definitions/policy interpretation keeps changing.  
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Exercise 5 — Sub-process Name: Foster Care Services – Intake 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None known. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
 
 
Exercise 6 — Sub-process Name: Foster Care Services – Intake 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• CSA is a redundant process  - approval for funding on a mandated, entitled 
program; approval of service plans which are also approved by J&DR court. 

• Reasons for entering foster care have been bastardized by the funding 
mechanisms for treatment – children entering foster care for treatment of 
behavioral problems rather than abuse or neglect. 

• Non-custodial agreements are completely voluntary and parents often withdraw 
child from treatment before completion – costs large amounts of money in 
funding as well as work by the foster care worker. 

• Ongoing training is not offered enough. 
• Policy training should be offered by policy experts and practitioners. 
• No mandatory training required by policy. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• CSA is a peripheral process but has a huge impact and cost in FC – will require 
legal changes by the legislature to eliminate. 

• Lack of communication between DSS system and Court’s system. 
• CASA is a duplication to a large degree of the guardian ad litem responsibilities. 
• Stove pipe mentality between FC, CPS, and eligibility. 

 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• When all else fails, dump the kid in Foster Care. 
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• Judges are omnipotent 
 
 
Exercise 7 — Sub-process Name:  Foster Care Services - Intake 

 CYCLE TIME  

• 60 days required court hearing on foster care service plan.  

  
ELAPSED WORKLOAD 
 

• Not known. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Duplication of verifications in eligibility process for foster care – stovepipes 
hamper meaningful and productive communication.  

• Tools are not available to make placement of a child a more efficient process – 
applications on line, info from OASIS that can be transmitted to potential 
placements rather than printed and faxed. 

• Huge amounts of paper are generated and require filing and the manpower to do 
it. 

• Everything must be kept; nothing can be thrown away FOREVER. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships developed between workers, attorneys, and judges. 
• LA worker often becomes the local expert in placements– particularly in smaller 

localities. 
• Relationships between FC worker and local resources and residential facilities. 

 
3. Describe the significant variations observed during local visits. 
 

• How detailed the foster care service plan is done. 
• Some agencies have intake units for foster care that maintain the case through 

approval of the service plan then transfer it to an ongoing worker. 
• Some agencies have workers devoted exclusively to the Independent Living 

cases and residential – 15 yrs. eight months and up. 
• Some agencies have workers that are exclusive to Title IVE cases. 
• House eligibility worker with the foster care unit to improve communication. 
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Exercise 8 — Sub-process Name: Foster Care Services - Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Team responsibility for FC case during first 60 days (FC & CPS or F&CS) – 
responsibilities of first 60 days are mapped out per worker. 

• Team responsibility for FC case of a child with disabilities aging out of the FC 
system for last 90 days (FC & AS). 

• Foster care plans be detailed items required of parents and child; reviews will list 
the items of the service plan with a note on each item as to progress. 

• Co-locate Title IVE/Medicaid worker with foster care workers. 
 
 

Exercise 9 — Sub-process Name: Foster Care Services - Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Provide updated training on a regular schedule. 
• Provide skills training, including interpretation of the Code (particularly 

termination statute). 
• Universal application for residential placements; online. 

 
2. Existing Outputs 
 

• Update and template an assessment form – distribute to all agencies.  
• Eligibility applications/evaluations on line in template form. 

 
3. Current Information System 
 

• AFCAR missing information screen – on missing elements, click on it and will 
take to appropriate screen for data entry. 

 
4. Current Outcome 
 

• Joint training of Title IVE eligibility required for foster care workers, eligibility 
workers, and fiscal officers/clerks involved in Title IVE payments. 
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Exercise 10 — Sub-process Name: Foster Care Services - Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Systems access locally with Central Registry and State Police Criminal Records. 
• Supportive technology that allows for electronic transmission to the court system 

of reports, home studies, and foster care plans and reviews. 
• Remove foster care from CSA purview. 

 
2. Outputs 
 

• Automated logs and calendars. 
• Eliminate non-custodial agreements. 

 
3. Outcomes 
 

• Systems link between DSS and Court System to transfer reports. 
• Regulation/negotiation of fees for residential services by the Home Office rather 

than by individual localities – HO has more bargaining power.  
• System produces forms, notices, correspondence, reports – using system info 

(retains history) formatted for the user (courts, group homes, CSA, private 
placements, treatment centers). 

 
4. Use of Technology 
 

• System link with Court systems statewide. 
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 Exercise 3 — Sub-process Name: Foster Care Services 
Purchase of Services 

 
Context Diagram 

 
Purpose:
• Timely and accurate 

payment for needed services 
for non-CSA service (through 
Family Reunification Funds 
or local funds)

Trigger:
• Receipt of bill for 

services or 
approval of needInputs:

• 1. billing and client 
information into local 
system, i.e. Thomas 
Brothers/Harmony, 
including type of service, 
cost, number of units, 
vendor information and 
delivery dates or 

• 2. alternatively is a 
manual petty cash check 
issued in relation to 
emergency need, then 
petty cash is reimbursed 
through the local system 
process, 

• 3. supervisor approval for 
purchase of services, 

• 4. invoice

Outputs:
• 1. paper check from petty 

cash; 
• 2. check from local system ; 

3. warrant register; 
• 4. prepaid checklist, 
• 5. letter or contract with 

vendor; 
• 6. information is transferred 

to LASER for 
reimbursement or sent by 
email to state

Outcome:
• Payment for services

Handoffs:
Will vary from agency to agency: 
• 1. Worker produces purchase order and 

signs, 
• 2. supervisor signs PO, 
• 3. financial officer signs PO, 
• 4. vendor, 
• 5. clerk receives invoice in mail gives to 
• 6. worker - reconciles and signs sends to 
• 7. supervisor sends to 
• 8. financial officer - enters into local system 

for payment, warrant register and check is 
generated, signed by 

• 9. director, signed by 
• 10. county treasurer, goes back to 
• 11. financial officer , given to 
• 12. clerk for postage

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• 1. tracking program 

fund expenditures, 
• 2. reconciliation with 

vendor over payment 
discrepancies or lost 
checks, 

• 3. where applicable -
issuance of 
replacement checks

Cost Drivers:
• labor intensive due to 

all of the different hand-
offs, 

• postage costs due to 
manual mailing, 

• printing of checks, 
multiple copies of 
purchase orders

Integral Process:
• Purchase of services 

policy, 
• state reimbursement 

policy, 
• budget, 
• program policy, 
• local accounting 

systems

Peripheral Process:
• local financial policy and 

procedure, 
• federal tax policy for 

companion check deduction

Redundancies:
• 1. huge number of 

handoffs, 
• 2. outdated purchase 

order policy - i.e. 
required number of 
signatures before actual 
payment

Issues
• number of signatures 

and handoffs, 
• in most localities there 

is no connection 
between dss systems 
and local systems 
(transfer of warrant 
registers, etc.), 

• different state and local 
budget years

Number of Client 
Visits
• None
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Exercise 4 — Sub-process Name: Foster Care Services 
Purchase of Services 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order to payment. 
• Labor intensive – manual data, mailing, system input (LASER& Local system). 
• Maintaining copies of paper bills/receipt of service within case file. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off-month. 
• Antiquated purchase of service policy. 
• Multiple funding streams make it confusing and cumbersome, easy for errors. 

 
2. Existing Outputs 
 

• Variety of local systems used, i.e. Thomas Brothers, Harmony. 
• DSS generated paper – purchase orders, pre-paid checklist and invoices. Paper 

checks still issued. 
• No online capability of sharing info related to submitting invoices.  

 
3. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality does not always match the system used 

by the locality, so then info has to be entered manually into LASER. 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. 
• No penalty for late submission of bills. 

 
 

Exercise 5 — Sub-process Name: Foster Care Services 
Purchase of Services 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
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2. Existing Issues that will be corrected by the “change in progress”:  
 

• None 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None 
 
 

Exercise 6 — Sub-process Name: Foster Care Services 
Purchase of Services 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 
• Policy development for appropriate use of different funding streams is piecemeal 

and often buried in budget broadcasts not always available to line workers.  
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 
• Use or lose it. 

 
 

Exercise 7 — Sub-process Name: Foster Care Services 
Purchase of Services 

 
CYCLE TIME   

• 15 to 45 days average from receipt of invoice to payment.  
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ELAPSED WORKLOAD 
 

• Not known. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Multiple signoffs, four signoffs to every purchase order and invoice = lack of trust 
• Paper trail is a necessity, rather than electronic POS and lost invoices. 
• Multiple methods of completing purchasing and fiscal process. 
• Thomas Brothers = efficient in that once vendor and client are in the system, 

PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function. 

• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Local must estimate city/county match. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must set up their 

own management scheme for that particular fund, in order to maximize use of 
budget line. 

 
3. Describe the significant variations observed during local visits. 
 

• Who completes data entry into local system to generate the Purchase orders and 
invoices – could be clerical, service worker and supervisor.  

• Use of different financial systems to best-fit needs of particular locality. 
• Different fiscal manager of CSA (county, DSS, Schools) determines how involved 

in the management of invoice local DSS workers are. 
 
 

Exercise 8 — Sub-process Name: Foster Care Services 
Purchase of Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of accounting software (Thomas Brothers). 
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Exercise 9 — Sub-process Name: Foster Care Services 
Purchase of Services 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Possible re-evaluation of policy requirements, including hand-offs and their 
number. 

 
2. Existing Outputs 
 
3. Current Information System 
 

• None  
 
4. Current Outcome 
 

• Title IVE payments to foster parents on EBT (maintenance, clothing, daily 
supervision, day care).  

 
 

Exercise 10 — Sub-process Name: Foster Care Services 
Purchase of Services 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures. 
• Training on updated Purchase of Service Policy. 

 
2. Outputs 
 

• Direct Deposit and/or EBT for vendor payments.  
• Payments for services (after eliminating FC from CSA) authorized through 

OASIS or support system electronically. 
• Electronic generation of Purchase Agreements directly to provider and invoices 

back to DSS/fiscal agent; electronic signatures accepted. 
• Electronic payments. 

 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 156  
 

 

3. Outcomes 
 

• Automated system. 
 
4. Use of Technology 
 

• Automated system completion. 
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Exercise 3 — Sub-process Name: Foster Care Services Recruit 
and Retain Providers 

 
Context Diagram 

 

Purpose:
• Provide appropriate, 

supportive alternative 
placements for foster 
children that will meet their 
needs

Trigger:
• Placement needs 

of foster children
Inputs:
• 1. Agency Approved 

Provider Application; 
• 2. CPS Central Registry 

Check form; 
• 3. Criminal Record check 

Form (includes sex offender 
registry check);

• 4. References; 
• 5. TB Tests; 
• 6. Family Interviews/

Assessment; 
• 7. Observation of home; 
• 8. Review of home study 

and home every 2 years; 
• 9. Narrative of significant 

events, responses to 
placements, interests, 
preferences, resolution of 
issues 

• 10. Foster Parent 
Questionnaire 

• 11. medical exam and 
statement (local)

Outputs:
• 1. Compliance Form; 
• 2. Certificate of completion of Pre-

service Training; 
• 3. Data entry into OASIS; 
• 4. Home Study; 
• 5. Certificate of Approval (initial and 

every 2 years at review); 
• 6. Locally developed training 

workshops and orientation;
• 7. Tracking of ongoing training hours 

(manual); 
• 8.  Conducting Pre-service training; 

production of hand-outs and 
exercises ; 

• 9. Consultation with FP on specific 
issues /concerns; 

• 10. Maintaining accurate and current 
list of local foster care providers and 
placement preferences/specialties ; 

• 11. Liaison work between FP and 
workers; 

• 12. Annual plan (manual) for Title 
IVE Pass Through Funds plus 
budget; 

• 13. Quarterly reports (manual) to 
Title IVE Pass Through staff in HO

• 14. Medicaid referral / application

Outcome:
• 1. Well trained foster 

parents; 
• 2. Current roster with 

pertinent information to 
aid in making 
appropriate placements; 

• 3. Continued training 
opportunities for FPs; 

• 4. Approved Title IVE 
Passthrough grant

Handoffs:
• 1. Worker/trainer to  
• 2. clerk to establish case file ; 
• 3. Worker; 
• 4. Supervisor; 
• 5. Clerk to store closed case

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• Storage of closed file

Cost Drivers:
• 1. Use of OASIS is not 

comprehensive 
requiring duplication in 
paper file (need to add 
compliance check list , 
home study section); 

• 2. Primarily paper 
driven; 

• 3. Labor intensive -
training events, home 
visits , liaison work

• Recruitment advertising

Integral Process:
• 1. Agency Approved 

Provider Policy; 
• 2. Fiscal Procedures; 
• 3. State accounting and 

reporting procedure

Peripheral Process:
• 1. CRAFFT; 
• 2. Adoption Resource Exchange of 

Virginia (AREVA)
• One Church One Child (OCOC)
• Public / private agencies (varies by 

agency)

Redundancies:
• 1. Much of compliance 

check list (paper) is 
repeated in OASIS. 

• 2. Liaison work 
sometimes duplicates 
foster care worker's 
responsibilities - adding 
a middle man until 
issues are resolved. 

• 3. Info on Foster Homes 
is in OASIS but not 
used

Issues
• 1. Lack of standard pre-

service training (talking 
for 2 years and not in 
place); 

• 2. Inadequate payments 
for maintenance and 
clothing; 

• 3. No funding for 
recruitment and 
retention activities; 

• 4. Provider policy out of 
date

Number of Client 
Visits
• Varies according to the 

number of training 
sessions and location of 
interviews
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Exercise 4 — Sub-process Name: Foster Care Services Recruit 
and Retain Providers  

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 95% manual process. 
• Policy on standards for local agency providers including foster parents has not 

been updated since 1987. 
• NO training available for workers. 
• Very little standards in this process; localities will vary widely from agency to 

agency. 
• Compliance checklist is partially duplicated on OASIS. 

 
2. Existing Outputs 
 

• Not standardized re: training for foster parents. 
• Reporting is manual. 
• No funding for recruiting and limited funding for maintaining foster parents. 

 
3. Current Information System 
 

• OASIS data entry does not complete the case – no home study or assessment 
screens for foster parents – only for adoptive parents. 

• OASIS provider section is not particularly user friendly and is very limited in what 
is available. 

• No red flags generated when coming close to due date for action. 
 
4. Current Outcome 
 

• Can be a lengthy process due to waiting periods for records checks, available 
pre-service training, staff time to do it, writing up the home study itself. 

• Paper file is required for storage of information because cannot put all in OASIS. 
• Tendency to overload good foster parents due to limited homes available. 

 
 
Exercise 5 — Sub-process Name:  Foster Care Services Recruit 

and Retain Providers 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Drafting policy for foster parent regulations. 
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2. Existing Issues that will be corrected by the “change in progress”  
 

• Do not exactly know because they have not been drafted; however, update old 
standards, allow for dual approval as foster parent and adoptive parent.  

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Do not know. 
 
 
Exercise 6 — Sub-process Name: Foster Care Services Recruit 

and Retain Providers 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Has received very little attention in the past by state office even though it is a 
critical area that affects our foster children and LA liability. 

• No training is offered on policy and standards. 
• CRAFFT has helped provide some training resources but primarily one-shot 

deals; no ongoing training curriculum has been developed and is reinvented LA 
by LA. 

• No standard pre-service training for foster parents; again reinvented or 
purchased by LA’s and varies widely both in quality and quantity. 

• Local cost has increased this coming fiscal year (June 1, 2005) from 25% to 55% 
- Title IVE Pass through Training Grant. 

• The complexity and seriousness of the problems of the foster children entering 
foster care now require a great deal more training and support for foster parents 
to be successful; this is not always available in our current system.  

• Cannot compete with private foster care providers because they can pay more, 
can provide more training, can provide more support than local DSS agencies. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Insufficient funding. 
• Insufficient staffing (Home Office and Field Operations and local levels). 
• Not seen as a priority as other programs are. 
• Local Agencies usually have to pay for specialized training for workers and for 

foster parents. 
 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Stovepipe mentality -Local Workers are not qualified to search OASIS and 
CANIS for previous records.  

• They (foster parents) should do it out of the goodness of their hearts, should not 
be concerned about money.  
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Exercise 7 — Sub-process Name: Foster Care Services Recruit 

and Retain Providers 
 
CYCLE TIME   
 

• Varies from agency to agency; depends on availability of training.   
 
ELAPSED WORKLOAD 
 

• Varies 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Low priority attached to process resulting in lower funding, staffing, and system 
support. 

• Expectations that foster parents are really “volunteers” who will work for nothing. 
• Slowness of automation based upon Federal priorities, will possibly change with 

PIP. 
• Separating pre-service training of foster parents and adoptive parents – 

stovepipe mentality. 
 
2.  Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships developed between local workers and foster parents – sometimes 
good and sometimes bad. 

 
3.  Describe the significant variations observed during local visits. 
 

• Very formal pre-training process of 20 hours or more to 10 hours of less formal 
training. 

 
 
Exercise 8 — Sub-process Name: Foster Care Services Recruit 

and Retain Providers 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Standardized and mandated training both pre-service and in service for 
foster/adoptive parents. 

• Dual approval of foster/adoptive program. 
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Exercise 9 — Sub-process Name: Foster Care Services Recruit 

and Retain Providers 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Access to all DSS information system for all service workers – provide CANIS 
codes to local workers and policy on documenting what is in CANIS. 

• Put a Questionnaire template (or choices of several) for foster/adoptive parents 
on line to each agency who can also send to foster parents via email for 
completion – provides demographic info, background, medical, preferences, 
parenting experience, social history, marriage, finances, etc. 

 
2. Existing Outputs 
 

• Identify consistent training competencies for trainers to standardize pre-service 
training and in-service training. 

• Provide a curriculum for those agencies that want or need a curriculum. 
 
3. Current Information System 
 

• Add or adjust OASIS for home study screen and compliance checklist on foster 
parents. 

 
4. Current Outcome 
 

• See above. 
 
 
Exercise 10 — Sub-process Name:  Foster Care Services Recruit 

and Retain Providers 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Develop standard policy for providers to include pre-service and on-going training 
hours; this should include both adoptive and foster parents as they share many 
things in common. 

• Eliminate duplication of paper file and go exclusively electronic. 
• Provide materials for in-service training that can be tailored to local needs. 
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• System for entering information once and update as needed – system retains 
and shares as needed. 

 
2. Outputs 
 

• Automated logs and calendars. 
• Automate compliance checklist. 
• Completely automated process documentation. 
• System produces forms, notices, correspondence, reports – using system info 

formatted for user (courts, group homes, CSA, private homes, treatment centers, 
etc.). 

 
3. Outcomes 
 

• Funding levels for foster care maintenance that truly meets their needs and does 
not tax the foster parents’ own resources. 

• Develop standard procedures to pay foster parents a daily rate for the parenting 
that they do for special needs (similar to private providers). 

 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• Systems available on mobile laptop/unit to take into the field and do data entry at 
the home visit. 

• Dialogue box in OASIS after worker sign in that shows actions by case that are 
overdue or due within 30 days. 
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 Exercise 3 — Sub-process Name: Foster Care Services 
Adoption Case Management 

 
Context Diagram 

 

Purpose:
• Permanent placement for 

child in a timely fashion

Trigger:
• Placement in 

adoptive home

Inputs:
• 1. Interviews with adoptive 

family and child; 
• 2. Supervising agency's 

reports; 
• 3. Receipt for extraordinary 

expenditures; 
• 4. Adoptive family 's 

attorney information; 
• 5. Adoption Report to the J 

&DR Court every 6 months 
from TPR; 

• 6. Medical/dental 
information on child; 

• 7. Order of Reference from 
Circuit Court; 

• 8. Final Order of Adoption; 
• 9. Updated information on 

adoptive family home study; 
• 10.  Final Order of Adoption

Outputs:
• 1. OASIS data entry on 

contacts; 
• 2. Consent to Adoption; 
• 3. Child's dob, copy TPR 

order to attorney for 
adoptive family ; 

• 4. Report of Investigation; 
• 5. Notification of final order 

to AREVA (via  OASIS) and 
J&DR Court to remove from 
docket

Outcome:
• Final adoption

Handoffs:
• 1. Worker, 
• 2. Supervisor, 
• 3. Director,
• 4. Local Board (Only in the 

Consent for Adoption); 
• Mail clerk

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• Annual affidavit to the 

adoptive parents and 
review of eligibility for 
subsidy; 

• approving subsequent 
special needs subsidy 
payments; 

• copying documents 
verifying subsidy 
eligibility , TPR order, 
Title IVE eligibility 
documents (If IVE 
eligible) for adoption 
file; 

• sending rest of file info 
to Adoption Reports for 
preservation (except 
POS documents)

Cost Drivers:
• Largely manual 

process; 
• AREVA info on children 

and adoptive families in 
paper notebooks 
distributed to each 
agency; 

• storage of adoption files 
until child turns 18

Integral Process:
• Program policy; 
• AREVA; 

Peripheral Process:
• Circuit Court; 
• J & DR Court; 
• private adoption agencies;
• attorneys

Redundancies:
• None

Issues
• Legal community not 

well versed in adoption 
code and policy; 

• lack of ongoing training; 
• lack of clarity in subsidy 

policy; 
• AREVA on line

Number of Client 
Visits
• None required in the 

agency; 
• 3 face-to-face contacts 

are minimum in 6 months
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 Exercise 4 — Sub-process Name: Foster Care Services 
Adoption Case Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 100% manual/paper system. 
• Training is limited and not available when needed. 
• Policy does not reflect code changes made in the last five years; generic policy is 

outdated (1998 last update). 
• All correspondence with Home Office is paper and by courier; could be 

electronically transmitted through email. 
• No training coordination with court and legal professions. 

 
2. Existing Outputs 
 

• Forms provided by state in Forms Drawer are templates; are not 
current/inaccurate and contain no instructions. 

• No apparent value for Certificates (Cert of Service, of Visitation) that are 
completed.  Info is in the documents being submitted, duplication. 

• Commissioner’s Report information is duplicated in the Report of Investigation 
 
3. Current Information System 
 

• OASIS does not contain the required forms and does not populate from itself. 
• Forms are in a form drawer but have not been updated; will have to be 

completed then printed out and copied for necessary parties and mailed or sent 
by courier. 

 
4. Current Outcome 
 

• Labor intensive due to lack of system support in this area. 
 
 
Exercise 5 — Sub-process Name: Foster Care Services Adoption 

Case Management 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
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• None known. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
 
 
Exercise 6 — Sub-process Name: Foster Care Services Adoption 

Case Management 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Many hand offs due to involvement of State Office. 
• Limited staffing in ICPC and Adoption Reports. 
• Storage of adoption records results in blurred and unreadable information. 
• Staffing to handle policy development and updates. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Home Office attitude – ownership of adoption and interpretation of Code. 
• Information on available children and available adoptive families is not readily 

accessible to local workers or potential parents; what is the problem? 
 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Adoption is the best alternative for permanent placement of a child in foster care. 
• Judges are omnipotent. 
• Home Office has control and LA’s must comply. 
• Adoption information is privileged and cannot be released. 

 
 

Exercise 7 — Sub-process Name:  Foster Care Services 
Adoption Case Management 

 
CYCLE TIME   
 

• Minimum six months for interlocutory order requirements of placement plus 
scheduling on court dockets – minimum average is nine months.  

 
ELAPSED WORKLOAD 
 

• Average 12 hours, if no problems surface in the placement. 
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1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Cost of contracting out adoptive placement after care services to a private 
provider (UMCFS).  Amount of contract is unknown.  Is this something we could 
more economically contract out altogether? 

• Training – skills and policy – is infrequent or not available – it does not have the 
urgency of services like Foster Care and CPS.  

• Foster care workers feel overburdened with responsibility for caseloads; deciding 
on an adoptive placement is like “playing God” and many feel the lack of skills to 
do this. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships developed between workers, attorneys, and judges. 
• LA worker often becomes the local expert – particularly in smaller localities. 

 
3. Describe the significant variations observed during local visits. 
 

• None observed. 
 
 
Exercise 8 — Sub-process Name: Foster Care Services Adoption 

Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 
Exercise 9 — Sub-process Name: Foster Care Services Adoption 

Case Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Provide updated training on a regular schedule. 
• Provide skills training, including interpretation of the Code. 
• Update template forms available with correct Code Sections referenced. 

 
2. Existing Outputs 
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• Update and template forms – distribute to all agencies.  
• Review forms and eliminate those that are redundant or unnecessary; 

consolidate where possible. 
 
3. Current Information System 
 

• None 
 
4. Current Outcome 
 

• Writing skills training – emphasis on concise, grammatically correct and 
professional appearance. 

 
 

Exercise 10 — Sub-process Name: Foster Care Services 
Adoption Case Management 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Supportive technology that allows for electronic transmission of reports, home 
studies to Home Office and Court Systems. 

• Electronic education program on adoption for clients/potential clients on DSS 
website with questionnaire and DSS home study verification checklist. 

 
2. Outputs 
 

• Automated logs and calendars. 
• Reports and documentation electronic. 

 
3. Outcomes 
 

• Systems link between DSS, private providers as appropriate, and Court System 
to transfer reports. 

 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• System link with Court systems statewide and with private agencies under 
contract with DSS to put adoptive home information into OASIS or other support 
system. 

 
 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 168  
 

 

 Exercise 3 — Sub-process Name: Foster Care Services 
Registration for Adoption 

 
Context Diagram 

 
Purpose:
• Permanent placement for 

child in a timely fashion

Trigger:
• Client Application

Inputs:
• 1. Termination of Parental 

Rights (TPR) Order/
Permanent Entrustment; 

• 2. Foster Parent interview 
on interest in adoption; if 
interested and appropriate, 
registration with AREVA is 
not necessary; 

• 3.  Good-bye visit 
observations between bio 
parents and child; 

• 4. Adoption Home Studies 
from AREVA or other local 
agencies; 

• 5. Interviews with 
perspective adoptive 
families and their local 
worker; 

• 6.  Observation of 
preplacement visits; 

• 7. Observations of child by 
foster parents; 

• 8. Possible adoption 
subsidy application

Outputs:
• 1. Child's Life Book; 
• 2. Registration with AREVA 

(OASIS); 
• 3. Compiling child's 

background, medical, 
education, developmental 
info; 

• 4. Child's profile and picture 
placed in AREVA adoption 
book statewide; 

• 5. Determination of child's 
eligibility for subsidy ; 

• 6. Adoption Placement 
Agreement; 

• 7. Possible Adoption 
Subsidy Agreement; 

• 8. Request for supervision 
of placement in adoptive 
parent's locality ; 

• 9. Notification to DCSE of 
termination of parental 
rights

Outcome:
• Child's placement in 

adoptive home; 
• subsidy agreement and 

placement agreements 
completed

Handoffs:
• Worker to supervisor

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• Notification to AREVA 

of placement

Cost Drivers:
• Approx. 50% of work is 

manual; 
• 50% OASIS; 
• labor intensive -

reviewing home studies, 
scheduling interviews, 
visits , observations of 
interactions; 

• copies of child's 
medical and school 
records, social history

Integral Process:
• 1.  Program Policy; 
• 2. AREVA; 
• 3. New worker training; 
• 4. Fiscal, accounting 

processes 

Peripheral Process:
• Juvenile Court; Schools; 
• private adoption agencies; 
• CRAFFT; 
• DCSE

Redundancies:
• Child's information is in 

OASIS but there is no 
mechanism to 
synthesize info into a 
social history; 

• Adoption manual 
repeats the termination 
process that is in foster 
care manual

Issues
• All forms should be on 

the system and 
populated; 

• some are and some are 
not; 

• subsidy policy and 
training are not clear; 

• policy is not applied 
uniformly across the 
state; 

Number of Client 
Visits
• varies
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 Exercise 4 — Sub-process Name: Foster Care Services 
Registration for Adoption 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Labor intensive – some documentation done in OASIS. 
• Training is limited and not available when needed – interpretations vary across 

the state re: adoption subsidy. 
• Forms are all manual; none online or templates. 
• No quality assurance. 
• Locating an adoptive home is time consuming even with AREVA staff filtering in 

the most appropriate according to adoptive family’s preferences – manual 
process at HO and LA levels. 

• Many LA’s do not have sufficient staff/resources to complete home studies on 
prospective adoptive families necessitating the use of private agencies by those 
families for exorbitant costs or not adopting at all. 

  
2. Existing Outputs 
 

• Forms provided by state in Forms Drawer are not templates; are not 
current/inaccurate; or are not available at all –large portion of this process.  

 
3. Current Information System 
 

• OASIS does not have capability of synthesizing information into a report; it will 
only print certain screens or all of the case; worker has to duplicate work to 
compile a social history and background. 

• Adoptive home studies are transmitted by paper. 
 
4. Current Outcome 
 

• Policy is not clear on subsidy issues. 
• Expectation that local workers should be able to instruct lawyers and judges in 

the correct application of the Code of Virginia.  
 
 

Exercise 5 — Sub-process Name: Foster Care Services 
Registration for Adoption 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
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2. Existing Issues that will be corrected by the “change in progress”  
 

• None known. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
 
 

Exercise 6 — Sub-process Name: Foster Care Services 
Registration for Adoption 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining): 
 

• Many handoffs due to involvement of State Office – AREVA. 
• Policy clarification on subsidy; not applied uniformly across state. 
• Policy currently does not allow double certification without duplication (foster and 

adoptive home both); must be entered separately for each category – OASIS and 
paper file; different standards required. 

• Layers of sifting through possible home studies at State Office and local office 
increases time spent in foster care rather than in adoptive home – expense in 
time, money, and child’s best interests. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack of priorities and manpower. 
• Largely paper process. 

 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Adoption is the best permanency option for foster children. 
 
 

Exercise 7 — Sub-process Name:  Foster Care Services 
Registration for Adoption 

 CYCLE TIME  

• Varies depending upon individual case. 
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ELAPSED WORKLOAD  
 

• Varies depending upon individual case. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Local culture does not make adoption necessarily the top priority; there is more 
emphasis on the individual child and what is best for that child, not playing the 
numbers game with the FEDS; permanent foster care sometimes meets the 
needs of a foster child more so that adoption. 

• Training – skills and policy – is infrequent or not available – it does not have the 
urgency of services like Foster Care and CPS.  

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships developed between workers, attorneys, and judges. 
 
3. Describe the significant variations observed during local visits. 
 

• Some agencies have put the forms on computer as templates and have updated 
the information on them (primarily the Code of Virginia references). 

 
 

Exercise 8 — Sub-process Name: Foster Care Services 
Registration for Adoption 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Templated and updated forms. 
 
 
Exercise 9 — Sub-process Name: Foster Care Services 

Registration for Adoption 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Provide updated training on a regular schedule. 
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• Provide skills training, including interpretation of the Code and assessment of 
appropriate placements.  

• Put all forms (application for subsidy, subsidy agreement, adoptive placement 
agreement, consent for adoption) on line in template form.  

• All approved adoption home studies on line (including private agency completed 
studies who have a contract with DSS) for quicker turnarounds.  

 
2. Existing Outputs 
 

• Update and template forms – distribute to all agencies.  
• Review forms and eliminate those that are redundant or unnecessary; 

consolidate where possible.  
 
3. Current Information System 
 
4. Current Outcome 
 

• Writing skills training – emphasis on concise, grammatically correct and 
professional appearance. 

 
Exercise 10 — Sub-process Name: Foster Care Services 

Registration for Adoption 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Supportive technology that allows for electronic transmission of reports, home 
studies to Home Office and Court Systems. 

• Electronic education program on adoption for clients/potential clients on DSS 
website with questionnaire and DSS home study verification checklist. 

 
2. Outputs 
 

• Automated logs and calendars. 
• Reports and documentation electronic; home studies available electronically and 

indexed by preferences. 
 
3. Outcomes 

• See #2. 
 
4. Use of Technology 
 

• Automated system completion; talks to other DSS systems; populates common 
demographic fields. 

• All processes recorded on system. 
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 Exercise 3 — Sub-process Name: Foster Care Services 
Adoption Purchase of Services 

 
Context Diagram 

 
Purpose:
• to accurately and timely pay 

for services related to client's 
need

Trigger:
• Receipt of bill for 

services or 
approval of 
emergency need

Inputs:
• 1. billing and client 

information into local 
system, i.e. Thomas 
Brothers/Harmony, 
including type of service, 
cost, number of units, 
vendor information and 
delivery dates or 

• 2. alternatively is a manual 
petty cash check issued in 
relation to emergency 
need, then petty cash is 
reimbursed through the 
local system process , 

• 3. supervisor approval for 
purchase of services, 

• 4. invoice

Outputs:
• 1. paper check from petty 

cash; 
• 2. check from local system ; 
• 3. warrant register; 
• 4. prepaid checklist, 
• 5. letter or contract with 

vendor; 
• 6. information is transferred 

to LASER for 
reimbursement or sent by 
email to state

Outcome:
• Payment for services

Handoffs:
• Will vary from agency to agency: 
• 1. Worker produces purchase order and 

signs, 
• 2. supervisor signs PO, 
• 3. financial officer signs PO, 
• 4. vendor, 
• 5. clerk receives invoice in mail gives to 
• 6. worker - reconciles and signs sends to 
• 7. supervisor sends to 
• 8. financial officer - enters into local 

system for payment, warrant register and 
check is generated, signed by 

• 9. director, signed by 
• 10.county treasurer, goes back to 
• 11. financial officer , given to 
• 12. clerk for postage

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• LASER? 
• Email of payment 

information?

After Work:
• 1. tracking program 

fund expenditures, 
• 2. reconciliation with 

vendor over payment 
discrepancies or lost 
checks, 

• 3. where applicable -
issuance of 
replacement checks

Cost Drivers:
• labor intensive due to 

all of the different hand-
offs, 

• postage costs due to 
manual mailing, 

• printing of checks, 
• multiple copies of 

purchase orders

Integral Process:
• Purchase of services 

policy, 
• state reimbursement 

policy, 
• budget, 
• program policy, 
• local accounting 

systems

Peripheral Process:
• local financial policy and 

procedure, 
• federal tax policy for 

companion check deduction

Redundancies:
• 1. huge number of 

handoffs, 
• 2. outdated purchase 

order policy - i.e. 
required number of 
signatures before actual 
payment

Issues
• number of signatures 

and handoffs, 
• in most localities there 

is no connection 
between dss systems 
and local systems 
(transfer of warrant 
registers, etc.), 

• different state and local 
budget years

Number of Client 
Visits
• None
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Foster 
Care Services Adoption Purchase of Services 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order to payment. 
• Labor intensive – manual data, mailing, system input (LASER& Local system). 
• Maintaining copies of paper bills/receipt of service within case file. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off-month. 
• Antiquated purchase of service policy. 
• Multiple funding streams make it confusing and cumbersome, easy for errors. 
• Purchase policy for subsidy is not clear and interpretations vary from area to 

area. 
 
2. Existing Outputs 
 

• Variety of local systems used, i.e. Thomas Brothers, Harmony. 
• DSS generated paper – purchase orders, pre-paid checklist and invoices. Paper 

checks still issued. 
• No online capability of sharing info related to submitting invoices.  

 
3. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality does not always match the system used 

by the locality, so then info has to be entered manually into LASER. 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 45 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. 
• No penalty for late submission of bills. 

 
 
Exercise 5 — Sub-process Name: Foster Care Services Adoption 

Purchase of Services 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
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• None 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None 
 
 
Exercise 6 — Sub-process Name: Foster Care Services Adoption 

Purchase of Services 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 
• Policy development for appropriate use of different funding streams is piecemeal 

and often buried in budget broadcasts not always available to line workers.  
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 

 
 
Exercise 7 — Sub-process Name: Foster Care Services Adoption 

Purchase of Services 

 CYCLE TIME   

• 15 to 45 days average from receipt of invoice to payment.  
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ELAPSED WORKLOAD 
  

• Not known. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Multiple signoffs, four signoffs to every purchase order and invoice = lack of trust 
• Paper trail is a necessity, rather than electronic POS, lost invoices. 
• Multiple methods of completing purchasing and fiscal process. 
• Thomas Brothers = efficient in that once vendor and client are in the system, 

PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function. 

• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Local must estimate city/county match. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must set up their 

own management scheme for that particular fund, in order to maximize use of 
budget line. 

 
3. Describe the significant variations observed during local visits. 

 
• Who completes data entry into local system to generate the Purchase orders and 

invoices – could be clerical, service worker and supervisor.  
• Use of different financial systems to best-fit needs of particular locality. 

 
 
Exercise 8 — Sub-process Name: Foster Care Services Adoption 

Purchase of Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of locally purchased automation. 
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Exercise 9 — Sub-process Name: Foster Care Services Adoption 
Purchase of Services 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Possible re-evaluation of policy requirements, including hand-offs and their 
number. 

• Speedier payment/reimbursement for clients and vendors (possible automated 
billing submission). 

 
2. Existing Outputs 
 
3. Current Information System 
 

• None  
 
4. Current Outcome 
 

• Subsidy payments put on EBT (maintenance, special needs, etc.)? 
 
 

Exercise 10 — Sub-process Name: Foster Care Services 
Adoption Purchase of Services 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures/authorization process. 
• Training on updated Purchase of Service Policy. 

 
2. Outputs 
 

• Direct Deposit and/or EBT for vendor payments.  
• Payments for services authorized through OASIS or support system 

electronically. 
• Electronic generation of Purchase Agreements directly to provider and invoices 

back to DSS/fiscal agent; electronic signatures accepted. 
• Electronic payments. 
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3. Outcomes 
 

• Automated system. 
 
4. Use of Technology 
 

• Automated system completion. 
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Exercise 3 — Sub-process Name: FS Case Management 
 

Context Diagram 
 

Purpose:
• maintain the case 

circumstances in a timely 
and accurate manner, 

• carry out actions on a timely 
basis

Trigger:
• approved case received 

from intake
• Receipt of renewal 

documents
• Transfer-ins from outside 

locality

Inputs:
• policy ,  
• client circumstances - income, 

resources, expenses ,household 
composition,

• system alerts, 
• VEC, 
• SVES,
• APECS,
• ADAPT,
• tickler data, 
• Interim reports
• Client interviews (office or phone)

Outputs:
• Notices, 
• recalculation of benefits, 
• data shared with other agencies 

documentation, 
• Interim/annual reports
• Receipt of renewal notices

Outcome:
• accurate and timely actions on a 

ongoing case that results in 
accurate benefits

Handoffs:
• Case closure for storage, 
• supervisory review on 

authorizations for case actions, 
• transfers to clerical,
• handling communication notices , 
• handling of verification incoming
• Mailing
• Transfer during case 

management to new workers in 
house

Incoming – Other 
System:
• TMP adjustments,
• JP Morgan inactive and 

dormant account reports

Outgoing – Other 
System:
• transfer of case 

demographics to JP  
Morgan

After Work:
• information received 

after case closure, 
• identify new worker or 

jurisdiction , 
• send to appropriate 

location,
• purge active cases, 
• purge closed files, 
• case monitoring

Cost Drivers:
• paper,
• duplicated logs and lists , 
• lost files , 
• hand offs, 
• error potential, 
• facility storage , 
• space for staff, 
• training, 
• faxing and phoning, 
• overtime, 
• client complaints , 
• multiple input systems
• Multiple case files on same 

client
• Cost of language resources

Integral Process:
• QA
• Fraud
• Appeals
• policy
• Reporting
• accounting
• TANF
• GR
• Medicaid

Peripheral Process:
• View, Day Care, Housing, 
• Employer queries, 
• Department and community 

resources
• Fraud

Redundancies:
• Data collected and stored by 

multiple programs, 
• documentation copied by 

multiple programs,
• multiple client appointments 

and visits for multiple programs, 
• managing multiple case records 

on the same person (creating, 
filing, storing, purging), 

• multiple follow ups required for 
interim reporting

Issues
• Multiple systems , 
• Multiple sign ons , 
• confusion around 

simplified reporting and 
interim reporting, 

• Lack of program alignment
• Language barriers
• Cultural issues

Number of Client 
Visits
varies
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: FS 
Case Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Income calculations different than other programs (i.e., day care income and 
expenses). Requires same income to be recalculated. 

• Medicaid and TANF non-financial verification requirements do not match. 
• Simplified reporting has caused confusion about what has to be verified when, 

what changes must be made and when ignored (multiple program requirements). 
• Multiple follow-ups on interim reporting. 
• Two types of interim report forms (12 month vs. 24 month). 
• Hand completion and preparation of notices. 
• Manual lookup in other systems and hand entry of ported data. 
• Manual sharing of data. 
• Manual referrals. 
• Labor associated with paper files. 

 
2. Existing Outputs 
 

• Revised interim report has been designed but not yet in production-unknown 
when it will be used.   

• Documentation is paper-based. 
• Casework in paper folder hides workload from other service providers. 
• Multiple non-integrated reports from different systems creates incomplete 

reported picture on individuals and families. 
• Picture presents inaccurate info for decision making on programs and services. 
• Incomplete or dropped referrals. 
• Incomplete NOAs – not integrated into a single notification on the complete 

action. 
• Print size on NOAs (other state-class action suits). 
• Not enough output data to other systems.  Concept of confidentiality may need to 

be researched, updated, and modified to support sharing. 
• Forms / notices not available in multiple languages. 

 
3. Current Information System 
 

• Notices incomplete. 
• Outdated screens from intake appear at review – displays screens that require 

action by worker. 
• Multiple sign-on's. 
• Lack of consistent integration with other benefit programs. 
• Level of functionality does not support the whole job. 
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• Development has excluded key program info that may be valuable to a FS 
worker. 

• Maintenance is not current:  Coordination between policy and systems is lacking 
on implementation timeline. Creates lags between policy transmittal and full 
implementation on system. 

• Problem reporting mechanism is not sufficiently responsive to call-ins to assure 
adequate level of support. 

• Problem resolution may not be thoroughly tested before notification that issue is 
fixed. 

• Voicemail on problems does not follow the same process as personal contact. 
• Doesn’t allow automated handling of non-routine events. 

 
4. Current Outcome 
 

• Error rate is going up-why? 
• Training is not sufficient to support the outcome.  The messages conflict with the 

objective. 
• No ongoing worker-training element other than at the local agency. 
• Systems do not sufficiently support the outcome. 
• Inconsistency in policy interpretation around interim reporting results in different 

actions from area to area across the State. 
• Caseload due to lack of integration impacts ability to focus on individual cases. 

 
 

Exercise 5 — Sub-process Name: FS Case Management 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

A. Revision of the interim report form. 
B. Statewide refresher training on simplified reporting and interim reporting. 
C. SPIDeR pilot in lieu of MSI.   
D.  Local initiative to create a paperless environment. 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

A.  One interim report form used for both 12-month certs and 24-month certs. 
B.  Reduction of the error rate increases. 
C.  SPIDeR: multiple system inquiry, re-write of MSI system.   

 Tool that would enable portal-like enhancement. 
 Provide a composite picture of the currently duplicated case record.   
 Bring together records from unrelated state systems.    

D.  Multiple sign-on. 
 Paper to electronic record. 
 Sharing of documentation. 
 Translation of voice and/or image to digital file. 
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 Updates across systems. 
 Evaluation form – automated. 
 Electronic form template. 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Refresher training being conducted by different people in each region-differing 
answers to questions or clarifications. 

• Interim report form for the elderly will be more complicated than current form.  
Expressed concerns for 12-month interim report forms will now apply to elderly 
population-form hard to understand, more questions means more reported 
changes that must be followed. 

• Local debate over options – cost, training, transition, local build themselves. 
• Must demonstrate no loss of functionality. 
• Political issue with competing products/solution. 
• Benefits centric. 

 Local initiative without broad-based support. 
 Have to generate paper document (client or worker) to create the electronic 

record. 
 Local cost factor includes: licensing, training, staffing, conversion workload. 
 Unresolved issues: Transmission of case file to other localities. 
 Local databases. 
 Local maintenance overtime.  
 Modules not uniform over localities.                        

                                      
 

Exercise 6 — Sub-process Name: FS Case Management 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Loose or no relationship between policy and training (e.g. difference in policy/ 
procedure interpretation on interim reporting). 

• Improper definition of “simplifying”. (May simply be improper understanding by 
locals.) 

• Time it takes to make a decision on what change is appropriate. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Committees. 
• Politics State/local relationship. 
• Stovepipes. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 183  
 

 

• Program separation. 
• Simple solutions gain favor (e.g. simplifying policy – the magic bullet). 

 
 

Exercise 7 — Sub-process Name: FS Case Management 

 CYCLE TIME   

• N/A – case management requires varying times based on local procedures.  
  
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Structure of organizational performance – activity/task. 
• Deadline focused. 
• Work performed after the fact. 
• No link between practice and system (other than entering data). 
• Systems are not viewed, accepted as a tool like pen and paper. 
• Once a fact, always a fact. 
• New workers assume system work is the whole job in certain localities.  Could be 

lack of training. 
• Angst over anything new. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Methods of getting policy interpretations that one wants. 
• System gurus. 
• Worker discussion to problem-solve policy questions. 
• Oral history-type training based on opinion. 
• Program and policy gurus. 

 
3. Describe the significant variations observed during local visits. 

 
• Client’s lack of access to computer screen during interview vs. full access. 
• User of automated calendar vs. use of paper calendars. 
• High level of disdain for client vs. high level of respect. 
• Customer vs. hindrance to getting work done. 
• Very high security to no security. 
• Very high morale in poor conditions to very low morale in much better conditions. 
• Requirement for customer accountability agreement. 
• From paper (including duplicate paper) focus to requirement to only use system. 
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Exercise 8 — Sub-process Name: FS Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Inspired leadership from management. 
• Strong client focus including willingness to do home visits. 
• Focus on client strength. 
• All forms computer-formatted and enterable. 
• Use of calendar tool agency-wide and sharable. 
• Client call centralized facility to schedule appointment for renewal. Staff has 

access to calendar, receptionist has access to track client appointments and 
identify worker.  Used as time management tool by supervisor for assigned 
workers. 

• Interactive interview. 
• Information required for pre-annual review data gathering available to worker 

without their intervention. 
• Information about documentation required sent to client before interview contact. 
• Focus on use of systems over use of paper. 

 
 

Exercise 9 — Sub-process Name: FS Case Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Interactive interviews and the technology to do these for offsite workers. 
• Immediate documentation in electronic format – sharable as allowed by law 

between workers. 
• Shared calendar tool that allows client to choose own time. 
• All state forms enterable. 
• Moratorium on form development as well as evaluating all paper forms currently 

in use. 
 
2. Existing Outputs 
 

• Consider the possibility of an “other” box for the NOA (Notice of Action) for 
modification of NOA by worker, with the stipulation that EWs are forced to use 
options / choices listed on their ADAPT notices (least likely to increase error 
rate).  “Other” category should be used when there is more than one reason for 
the closure or change. 
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3. Current Information System 
 

• Modify documentation module to eliminate secondary paper documentation 
and/or contact logs. 

• On-line evaluation form integrated into screening documentation. 
• Repair system module that adds programs or people in cases with existing 

programs whether in intake, interview process, or pending – this issue may force 
paper process, an issue at review. 

• Re-prioritize problem logs with emphasis on ROI. 
 
4. Current Outcome 
 

• Resolution of the inconsistency interpreting policy on simplified and interim 
reporting. 

• Training for on-going workers. 
• Automated assessment capability for use at point of client contact for needs and 

services. 
 
 

Exercise 10 — Sub-process Name: FS Case Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Align TANF and Food Stamp policy. Align Medicaid and FS policy. 
o Order of deductions 
o Flat rate 
o Verifications 
o Day care income and expenses 

• Whole job supported by automated tools. 
• Simplification of Policy. 
• Consider the highest level of co-location of persons serving a family. 
• Electronic case records for family. 
• Quality assurance on the front-end – system support for higher risk issues – 

analysis of findings and corrective action on the front-end. 
• Cross-analysis of fraud QA fair hearings, policy to support case management. 
• Eliminate the assignment of caseworkers to clients and client services.  Create a 

benefit processing system with all client interaction with trained customer service 
staff. 

 
2. Outputs 
 

• All notices accurately generated. 
• Client packet an output of the intake process. 
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• Looking at and changing the client/worker interaction on statement of facts. 
• Accurate calendar of client-required activities. 
• 100% referral all services based on conditions and circumstances. 
• Sharing info with provider as provided by law or client request/authorization. 
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
 
4. Use of Technology 
 

• Policy is viewable in parallel and behind casework screen – can toggle into 
pertinent policy. 

• Real-time management reports – full range, worker, supervisor, management, 
executive, state supervisor. 

• One method for entering and capturing info one time and applying to all 
conditions across all programs and services. 

• Info one time shared across all programs and services. 
• Use of multiple tools integrated to support case management is transparent to 

user. 
• Level of functionality is designed to support the whole job. 
• Training for technology supports not disrupts line-supervisor-management 

relationships. 
• Training is designed to produce optimum levels of performance. 
• The help function is designed for responsiveness in relationship to the level of 

performance expected from the user. 
• Help desk skills at level to provide resolution at point of contact. 
• English – language screens rather than codes for user interface. 
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 Exercise 3 — Sub-process Name: FS EBT 
 

Context Diagram 
 

Purpose:
• provide EBT card  for use of 

food stamp benefits

Trigger:
• approval of application for 

benefits
• Replacement

Inputs:
• Internal action form to 

authorize issuance of a card, 
• reactivation of an account or 

replace a lost card
Outputs:
• EBT card, 
• benefits actually attached to the card, 
• mailed PIN number, 
• information on how to report lost or 

stolen cards and reset pin numbers,  

Outcome:
• Food stamp benefits 

available for use at stores

Handoffs:
• worker, 
• EBT vault card attendant, 
• account clerk to attach benefits, 
• vault card attendant for hold until 

pick up, 
• reception for pick up
• EBT unit – clerk process complete 

in EBT unit

Incoming – Other 
System:
• Adapt
• EBT

Outgoing – Other 
System:
• JPMorgan transfer of adapt 

demographics, 

After Work:
• reports, 
• distribution of paper work 

back to Eligibility worker , 
• filing paperwork back in 

case, 
• reconciliation of cards on 

hand

Cost Drivers:
• supply of cards necessary to 

keep on hand, 
• Paper
• Number of staff involved in 

process
• Security features – both in 

personnel and in a secure 
environment

Integral Process:
• policy, 
• audit controls, 
• JP Morgan, 
• adapt, 
• training, 
• fraud Peripheral Process:

• none

Redundancies:
• two separate people 

involved in pulling card 
and attaching benefits 
apart from the eligibility 
worker,  

• use of multiple logs
• Mail issuance and vault 

issuance

Issues
• Staff involved for lost 

cards (if blank) anyone 
can call in for activation

• Length of time that passes 
until client gets card then 
gets PIN after approval.

Number of Client 
Visits
1 pick up card
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: FS EBT 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Paper authorization to issue EBT card.  
• Mailing time required to get a card and PIN prevents most mail issuances for 

expedited cases six-days. 
• Number of people involved in process. 
• Authorized rep needed to re-issue an EBT card. 

 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 5 — Sub-process Name: FS EBT 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: FS EBT 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Contract with vendor. 
• Time between approval and client’s ability to use the benefits – setup for vendor 

not client.  (Routine mail issuance of card up to seven days for receipt value card 
gets issued to meet timeframes – available same day or next business day). 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Timeframes established in the contract. 
• $Money. 
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3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Clients are not ready or equipped to handle change. 
 
 

Exercise 7 — Sub-process Name: FS EBT 
 
CYCLE TIME  
  
Same day to seven days (if cards mailed)  
  
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Staff does not always have access to JP Morgan system to inquire status of case 
and issuance of benefits. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Security controls on data entry are decided by localities for JP Morgan system. 
 
3. Describe the significant variations observed during local visits. 
 

• Who issues EBT card and times of day that card is issued. 
• Often multiple visits by client in same day to get expedited benefits. 

 
 

Exercise 8 — Sub-process Name: FS EBT 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• All staff has inquiry status into EBT system. 
• Client is able to get EBT card immediately after approval. 

 
 

Exercise 9 — Sub-process Name: FS EBT 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
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1. Work Process 
 

• Renegotiate contract for all staff to have inquiry status. 
 
2. Existing Outputs 
 

• EBT card issued immediately after approval. 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: FS EBT 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 
2. Outputs 
 

• Reduce mailing time of EBT card from the vendor. 
 
3. Outcomes 
 

• Every case to be an expedited case. 
• PIN number provided by phone or clients chose PIN number at VSSS office by 

computer connection with vendor (vault card). 
 
4. Use of Technology 
 
 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 191  
 

 

 Exercise 3 — Sub-process Name: Food Stamp intake 
 

Context Diagram 
 

Purpose:
• to initiate determination of 

eligibility for benefits

Trigger:
• receipt of signed and dated 

request for assistance
• 14-page mail-in application

Inputs:
• policy , 
• household composition , 
• client circumstances , 
• income, 
• resources, 
• expenses, 
• late verifications or interim 

report forms
• Client interview

Outputs:
• Request for Verification-No Show 

letter,
• Notice of Action, 
• EBT authorization, 
• referrals, 
• data sharing other processes, 
• documentation, 
• change report forms, 
• Hotline flyer
• EBT rights and responsibilities

Outcome:
• Accurate and timely 

approval, 
• approval to ongoing case 

manager, 
• denials return to closed files

Handoffs:
• receptionist, 
• client, 
• receptionist, 
• screener, 
• case opening, 
• intake worker,
• supervisor, 
• worker, 
• mail handler,
• ongoing worker,
• closed file room clerk

Incoming – Other 
System:
• EBT, 
• VEC, 
• SVES, 
• MSI searches, 
• APECS, 
• Day care system
• ADAPT
• Local systems

Outgoing – Other 
System:
• EBT, 
• Apptrack
• FS Pend

After Work:
• adjustments to notices ,
• copying for files ,
• stuffing envelopes,
• maintaining pending logs, 
• activity reports,
• change worker number in adapt, 
• change worker number in local 

systems ,
• preparing transfer forms, 
• filing mail received after case has 

been passed to ongoing,
• rerouting calls or answering 

questions after case passed to 
ongoing worker, 

• combining multiple records

Cost Drivers:
• paper,
• duplicated logs and lists , 
• lost files , 
• hand offs, 
• error potential, 
• facility storage , 
• space for staff, 
• training, 
• LMP,
• faxing and phoning, 
• overtime, 
• client complaints
• Cost for language access

Integral Process:
• TANF, 
• Fraud, 
• Quality Asssurance , 
• Medicaid,
• Appeals, 
• Training, 
• View, 
• General Relief, 
• DCSE, 
• Day Care
• FSET

Peripheral Process:
• CPS, 
• APS
• Community Resources
• Salvation Army
• Food Banks
• IAS
• Child family service
• I&R

Redundancies:
• Hand writing on notices 

generated by ADAPT 
due to limited reason 
selections , 

• completing paper 
application then 
entering information into 
adapt, 

• documenting search 
results on evaluation 
and screen prints in the 
file, 

• multiple case reviews

Issues
• Multiple systems , 
• Multiple sign ons , 
• confusion around 

simplified reporting
• Language barriers / 

cultural issues

Number of Client 
Visits
• filing application , 
• interview, 
• drop off verifications, 
• pick up EBT card



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 192  
 

 

 Exercise 4 — Sub-process Name: Food Stamp intake 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Parallel Programs without Program Alignment. 
• Case management closures, re-openings and denials. 
• Parallel interviews automation/paper. 
• Multiple visits required by client. 
• Lots of hand-offs. 

 
2. Existing Outputs 
 

• NOAs incomplete or not available for all actions (supplements and restorations). 
 
3. Current Information System 
 

• Data sharing insufficiency. 
• Lack of documentation capability. 
• Manual Evaluation. 

 
4. Current Outcome 
 
 

Exercise 5 — Sub-process Name: Food Stamp intake 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Online applications. 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• No longer need to come to the office to pick up an application or wait for one to 
be mailed out from the office. 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Lack of signature feature.  Not an application until signature page is received in 
the locality-confusion to the client about application date, will lead to errors from 
staff using the wrong application date. 

• Must still come into the office and file a separate application for other programs. 
• Does not support the family service approach defined in policy. 
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Exercise 6 — Sub-process Name: Food Stamp intake 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Two bosses – state and feds. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Specialization. 
• Appointment systems-staff need to feel in control of their day. 
• Lack of ownership and accountability for the problem. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Error rate caused by incompetent workers or uncooperative clients, 
overburdened workers. 

• Lawsuit. 
• Political-President’s agenda to reduce food stamp benefits. 

 
 

Exercise 7 — Sub-process Name: Food Stamp intake 
 
CYCLE TIME  
  
Same day –60 days 
 
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Need for screener adds a step to the process. 
• Intake staff are trained and qualified to ask in-depth questions, screener trained 

to ask basic questions. 
• Screening valuable in pending – drop-off – applications/appointments system.  
• All applications must be pended within specified timeframe. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Levels of screening – varies from agency to agency. 
 
3. Describe the significant variations observed during local visits. 

 
• Appt system vs. walk-in. 
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• Non-interactive vs. interactive interviews. 
• Electronic files vs. paper files 
• Differing levels of documentation 
• Use of specialized vs. multiple programs. 
• Case monitoring vs. no case monitoring. 
• Variations in assigning response for intake. 
• Ongoing workers vs. intake workers taking applications on existing clients. 
• Generic workers. 

 
 

Exercise 8 — Sub-process Name: Food Stamp intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Interactive interviews. 
• Electronic files. 
• Single worker start to finish including the screening process. 
• Walk-ins best practice for client 
• Separation of intake and continuing. 
• Screening. 
• Holistic and broad-based screening of ? program for eligibility. 
• Generic workers with split of responsibilities between intake or review. 

 
 

Exercise 9 — Sub-process Name: Food Stamp intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Require interactive interviews statewide.  
• Install drop boxes statewide. 
• Allow phone interviews for all online applications. 
• Screen for all programs at one time. 
• Collapse multiple hand-offs prior to interview. 

 
2. Existing Outputs 
 

• Editable forms templates. 
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3. Current Information System 
 

• NOA’s editable to allow addition of more explanation or information. 
• Documentation module in ADAPT. 
• Evaluation form interfaced with ADAPT screens. 
• Signature capability for online application. 

 
4. Current Outcome 
 

• EBT cards issued while client is their (expedited) – client should not have to 
return to pickup. 

 
 
Exercise 10 — Sub-process Name: Food Stamp intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Align Food stamp, TANF and Medicaid verification requirements with financial 
information. 

• Eliminate the assignment of caseworkers to clients and client services.  Create a 
benefit processing system with all client interaction with trained customer service 
staff. 

• Regional CPU for online Food Stamps applications realign existing staff at LWA 
to focus on WI (Intake) at each locality in order to maximize use of staff between 
intake and ongoing case management. 

• Generic workers. 
• Collapse the number of workers (clerical) pass-offs from client contact to intake 

worker. 
 
2. Outputs 
 

• All programs included on online application.  
 
3. Outcomes 
 

• Immediate issuance of EBT card. 
 
4. Use of Technology 
 

• Electronic files. 
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 Exercise 3 — Sub-process Name: FS outreach 
 

Context Diagram 
 

Purpose:
• to increase participation 

rates to receive enhanced 
funding, to identify families in 
need of services

Trigger:
• Federal Incentives and 

receipt of grant money
• census data

Inputs:
• food banks, 
• United Way,
• health departments
• census data
• Housing Communities
• Social Security
• WIC – community resources / 

organizations
• Reporting

Outputs:
• applications, 
• information brochures disbursed, 

online screening tool, 
• referrals 

Outcome:
• participation rates increase,
• families receive needed 

services , 
• new technology developed

Handoffs:
• outreach worker(s), 
• local agency,
• STAR personnel

Incoming – Other 
System:
• none Outgoing – Other 

System:
• none

After Work:
• reports

Cost Drivers:
• Marketing
• Funding
• Case load increases
• Secondary increase in 

workload

Integral Process:
• on line applications

Peripheral Process:
• Medicaid, 
• Tanf, 
• CPS / family services
• APS / Adult Services , 
• VIEW, 
• housing, 
• Community organizations

Redundancies:
• possible duplication of 

efforts in multiple 
localities

• Duplication between 
LWA  and community 
organizations

Issues
• Effectiveness
• Increases in client population
• Need for outreach
• Manpower
• Complexity of application that causes 

barriers
• Stigma associated with receipt of welfare
• Barriers to application
• Redundancies of programs
• Increased applications with no increase 

in workers
• Potential for duplication

Number of Client 
Visits
No client visits to office
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Exercise 4 — Sub-process Name: FS outreach 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Efforts not always known in localities. 
• Non-coordination of efforts across localities. 

 
2. Existing Outputs 
 

• Tools designed for only one program but most apply for multiple programs. 
 
3. Current Information System 
 
4. Current Outcome 
 

• Unable to identify outreach applications- can’t track results of efforts. 
 
 

Exercise 5 — Sub-process Name   FS Outreach 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Online application, but this is still not a valid application until signed by client.  
Additional layer until electronic signature adopted. 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• 24-hour access gives client control of their information. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Lack of signature feature means not an application until signature page is 
received in the locality separate from the application. 

• Still requires face to face in majority of cases. 
• Does not accommodate for multiple program applications. 

 
 

Exercise 6 — Sub-process Name: FS outreach 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
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• Difficulty for outreach workers to obtain needed info from local agencies, this 
impedes progress. 

• Minimum done in some agencies due to funding issues. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack of staff to accommodate increased applications – double-edged sword. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Face-to-face interviews. 
 
 

Exercise 7 — Sub-process Name: FS outreach 
 
CYCLE TIME  
 
ELAPSED WORKLOAD 
  
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Lack of funds to develop local initiatives. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships with certain workers of certain localities in order to fully access 
needs of the clients. 

 
3. Describe the significant variations observed during local visits. 

 
• None to locally developed brochures to an actual person in the community to 

actively do outreach. 
• Local non-profits do outreach. 

 
 

Exercise 8 — Sub-process Name: FS outreach 
 

BEST PRACTICES 

 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Brochures distributed with food bags. 
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• Setting up information booths at other program community events (Cover the 
Uninsured Week) at county fairs and agency open house. 

• Online applications available (limited) – screen social security number if active 
direct to locality. 

• Information and applications at local food pantries/local non-profit along with local 
agency outreach at these sites. 

• Local marketing through media. 
• Outreach to military bases. 
• Information tape/video preserved in LWA lobby. 
• Locality and state program information available on web page. 
• Online screening tools. 
• Local agency outreach to food banks, non-profits, community organizations to 

educate on programs, assess unmet customer base/needs, and coordinate 
services.  Analyze information to evaluate new approaches for client access and 
services. 

 
 

Exercise 9 — Sub-process Name: FS outreach 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Allow all on line applications to be phone interviews, then sent to client with 
checklist of needed verifications. 

• Training on conducting telephone interviews. 
• All on-line requests need screening of social security number for current food 

stamp participation or activity and if match found direct client to local agency to 
follow up on application/case rather than allowing a duplicate request. 

 
2. Existing Outputs 
 

• Signed online application at time of completion by client. 
• Signature feature for online application. 

 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: FS outreach 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
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1. Work Process 
 

• Benefits Bus-mobile DSS office and other offsite locations. 
• Outreach workers trained and mandated by VSSS. 
• Access to DSS systems via laptop in the filed, outreach stations. 
• Regionalize CPUs to receive and process online applications. 

 
2. Outputs 
 
3. Outcomes 
 

• Account with PIN that will allow clients to know status of application for benefits. 
 
4. Use of Technology 
 

• Add all benefit programs to the online application. 
 
 
 
 



 As Is Findings 

 

VSSS BPR Project  Appendix E – Page 201  
 

 

 Exercise 3 — Sub-process Name: FS Expedited Recon 
(APPTRACK) 

 
Context Diagram 

 

Purpose:
• to show compliance with 

Federal lawsuit requirements

Trigger:
• approval or denial of 

application 

Inputs:
• request to change 

participation code, 
• compliance report

Outputs:
• reports on compliance rates, 
• corrective action plans, 
• processed applications

Outcome:
• timely delivery of benefits ,
• agencies meet lawsuit 

requirements for timeliness, 
• changes in local  procedures 

Handoffs:
• worker, 
• Supervisor-designated staff to 

update report and communicate 
with all state staff

• clerical

Incoming – Other 
System:
• Adapt
• Mapper 1

Outgoing – Other 
System:
• Mapper 1

After Work:
• case monitoring for 

timeliness , 
• implementation of 

corrective action plan, 
• case research 

Cost Drivers:
• staff time to develop corrective 

action plans, 
• error potential from rushing 

through case processing, 
• client complaints

Integral Process:
• adapt Peripheral Process:

• none

Redundancies:
• multiple emails to clarify 

opportunity to 
participate

Issues
• none

Number of Client 
Visits
none
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Exercise 4 — Sub-process Name: FS Expedited Recon 
(APPTRACK) 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Automatically adds two mail days to approval date, when benefits may have 
been issued from agency supply-requires a manual update to system. 

• Only allows five days past end of month to make adjustments in system. 
 
2. Existing Outputs 
 

• Corrective action plans may be needed when situation was beyond the control of 
the agency. 

 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 5 — Sub-process Name: FS Expedited Recon 
(APPTRACK) 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: FS Expedited Recon 
(APPTRACK) 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lawsuit. 
• Lack of Training for screeners. 
• Agency as a whole is reactive rather than proactive.  
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3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
 

Exercise 7 — Sub-process Name: FS Expedited Recon 
(APPTRACK) 

 
CYCLE TIME   
By fifth day after end of approval or denial month.  
  
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
3. Describe the significant variations observed during local visits. 
 

• Screeners vs. non-screeners. 
• Walk in vs. Appt system. 

 
 

Exercise 8 — Sub-process Name: __ FS Expedited Recon 
(APPTRACK) 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Walk-in systems.  
 

 
Exercise 9 — Sub-process Name: FS Expedited Recon 

(APPTRACK) 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
2. Existing Outputs 
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• Intensive work with those agencies not complying with lawsuit requirements. 
 
3. Current Information System 
 

• Field in ADAPT after approval field for Opportunity to Participate based on case 
circumstances. 

 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: FS Expedited Recon 
(APPTRACK) 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 
2. Outputs 
 
3. Outcomes 
 

• Petition court for reevaluation of the lawsuit. 
 
4. Use of Technology 
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Exercise 3 — Sub-process Name: FSET –Case Management 
 

Context Diagram 
 

Purpose:
• Monitor client compliance 

with the service plan.
• Adjust activities /plan and 

supportive services as 
needed. 

Trigger:
• Completion of the 

Service and Activity 
Plan

Inputs:
• Job search
• Work experience
• Job search training
• Medical/psychological evaluations
• Client contact and notifications
• Employment information
• Eligibility Worker

Outputs:
• Client resumes
• Job referrals
• Letters/notices to clients
• Correspondence to the EW of needed 

actions
• Referral and follow up with service 

providers
• Correspondence with employers
• Updated service and activity plans

Outcome:
• Employment
• Work experience
• Education/training
• Job search
• Case closure
• Sanctions
• Receipt of supportive services

Handoffs:
• FSET worker to Eligibility worker for 

actions.
• EW notices back to FSET of action 

on resend.
• EW to supervisor for approval of 

actions.
• FSET worker to supervisor for review 

of actions (approval for sanctions, 
services, closures). 

• Mail clerk involved with all 
correspondence (incoming and 
outgoing) and sending closed files to 
storage.  

• Varies with complexity of case .
• Finance – purchase of service 

ordering

Incoming – Other 
System:
• ADAPT- if changes in 

employment status
Outgoing – Other 
System:
• Local financial system

After Work:
• Sending file to storage
• Filing
• Phone calls
• Reports

Cost Drivers:
• Paper driven
• Labor driven
• Copying
• No shows and 

rescheduling
• Dual workers and 

systems

Integral Process:
• Program Policy
• Training
• Appeals
• Supportive services
• FS

Peripheral Process:
• Referral for supportive 

services/programs

Redundancies:
• Duplication of information in all 

service areas within the 
agency.

• Mutilple case files .
• Separation of FSET from VIEW
• Separate pots of money and 

workers.

Issues:
• Multiple Workers
• VIEW and FSET with same basic 

services but administered 
separately-duplication from annual 
plan to reporting.

• FSET is not system supported

Number of Client 
Visits
• Varies per agency and 

per client needs
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 Exercise 4 — Sub-process Name: FSET Case Management 
 

List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Duplication of info gathered – both EW and FSET workers. 
• Second paper file. 
• Two workers involved with client – FS and FSET – back and forth with info; 

dependent on each other for actions taken on case; inefficient handoff and allows 
for confusion on part of client. 

• Funding and access to supportive services. 
• FS reporting requirements confusing with FSET requirements leads to sanctions 

and rework. 
 
2. Existing Outputs 
 

• No automation.  Process is paper driven/supported.  
• Skill level of workers. Ongoing training needs. 

 
3. Current Information System 
 

• There is no computer/automated system. 
 
4. Current Outcome 
 

• See intake comments 
 
 

Exercise 5 — Sub-process Name: FSET – Case Management 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• None known. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
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Exercise 6 — Sub-process Name: FSET – Case Management 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Retraining issue, training goes beyond traditional policy and procedure.  
Delivering FSET services requires non-traditional training on providing a holistic 
approach to case management and training on issues that prevent clients from 
reaching or sustaining employment. 

• Current Policy 
• Stovepipe between FS, FSET, VIEW, and TANF. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Always separation between FS and FSET and VIEW. 
• Different skill set required for FS and FSET. 
• System changes. 
• Separate FS and FSET funding requirements are restrictive and rigid. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• FSET is a services program. 
• Attitude towards client motivation.  Standing issues of laziness, not wanting to 

work but would rather take advantage of all programs available. 
 
 

Exercise 7 — Sub-process Name: FSET – Case Management 
 
CYCLE TIME  
  
Varies 
 
ELAPSED WORKLOAD 
 
Varies  
  
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Specialized workers increases of number of client contacts, case files. 
• FSET and eligibility workers have difficulty communicating and supporting each 

other as a team in agencies that have division of responsibilities. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
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• FSET workers may establish informal relationships to better access services for 
clients. 

 
3. Describe the significant variations observed during local visits. 

 
• Size of agency and resources has impact on client services that are available. 
• All agencies do not administer the FSET program. 
• Availability of WIA sites – “One-Stop” centers to help provide supportive job 

search services to clients. 
 
 

Exercise 8 — Sub-process Name: FSET – Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• One worker concept. 
• Team concept – FSET and FS worker are located together, work together and 

have the same supervisor. 
• Co-location of workers-both agency and service providers.  Establish 

partnerships and relationships within the community. 
• Alignment of FSET with local One-Stop centers. 

 
 

Exercise 9 — Sub-process Name: FSET – Case Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Automated work environment/modify ESPAS to document FSET cases – at least 
in interim. 

• Teaming workers, locating them next to each other to coordinate service/benefit 
delivery. 

• Dissemination of best practice models. 
 
2. Existing Outputs 
 

• Template all forms. 
 
3. Current Information System 
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4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: FSET- Case Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Consider consolidated responsibilities of FSET/VIEW and FS/TANF. 
• Automate work process, needs to be paperless. 
• All assessments should be online and populated during the client interview. 
• The activity and service plan needs to be part of the automated process with print 

capability. 
 
2. Outputs 
 

• Computer generated forms and letters…appointment letters and notifications. 
 
3. Outcomes 
 
4. Use of Technology 
 

• Process needs to be automated. 
• Program management reports generated from the automated system. 
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 Exercise 3 — Sub-process Name: FSET Services – Intake 
 

Context Diagram 
 

Purpose:
• Identify the registrant's job 

readiness and develop a 
plan of action

Trigger:
• Referred at certication/

recertification/change 
in exemption status

Inputs:
• Registration form
• ADAPT indicator of registration
• Initial assessment
• Preassessment form
• Client interview

Outputs:
• Requirements & timeframes letter
• Preassessment form 
• Assessment form
• Signed plan of participation 
• Job search form
• Communication form
• Referrals for supportive services

Outcome:
• Activity and Service 

Plan-inactive or 
• Active job search .
• Change in status to 

exempt
Handoffs:
FS EW to the FSET worker. 
FSET worker to Clerical
FSET worker to mail clerk
FSET worker to EW for sanctions, etc.

Incoming – Other 
System:
• ADAPT Outgoing – Other 

System:
• Local systems

After Work:
• Creation of paper file
• Completion of activity log
• Follow-up on job search 

forms

Cost Drivers:
• Paper driven 
• labor driven 
• copying 
• no shows and 

rescheduling 
• dual workers
• System
• Rework from sanctions 

and reversals
• FS policy change 

reporting requirements 
conflict with FSET

Integral Process:
• VIEW
• QA
• Fraud
• Appeals
• Policy
• Training
• Benefits / FS

Peripheral Process:
• Supportive Services

Redundancies:
• Completion of two assessment 

forms which include duplication 
of demographics and other 
cllient information.  

• Some redundancies in the 
information gathered in the 
benefit interview and initial 
assessment interview for FSET.  

• A benefits and a FSET worker 
duplicating information in 
separate paper files.

• Same services as VIEW but lack 
of funding prevents offering

Issues:
• Repeated visits,
• Repeated interviews
• Repeated information
• dual workers( one for FS eligibility 

and one for FSET) 
• No system support (unless locally 

developed)
• Working folks are quitting jobs to 

go on TANF and receive VIEW 
services because of funding 
availability for transportation and 
child care.

• Client education toward 
employment focus 

• Services lacking for convicted 
felons – ward to place in 
employment

• Subsidized housing provides no 
incentive to work

Number of Client 
Visits
• Should be one
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 Exercise 4 — Sub-process Name: FSET Intake 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Duplication of info gathered – both EW and FSET workers. 
• Second paper file. 
• Two workers involved with client –FS and FSET– back and forth with info; 

dependent on each other for actions taken on case; inefficient handoff and allows 
for confusion on part of client. 

• VIEW and FSET program policies mirror each other yet are administered by 
different programs/personnel.  This is because of a lack of funding for FSET - 
money is diverted to largest agencies caused elimination of program from others.  
Depresses job market and limited funding are root cause. 

• Limited reporting requirements in Food Stamps confuse clients – failed to report 
changes to FSET worker, and case gets sanctioned.  Rework to remove sanction 
when change becomes known. 

• Lack of integration with “One-Stop” centers 
 
2. Existing Outputs 
 

• No systems. 
• Do not always have full assessment when initial agreement and service plan are 

developed causing adjustments to the service plan later in process needlessly. 
• FSET worker not familiar with benefit program processes leads to incorrect 

information given to client on how employment will impact benefits.  Client 
becomes angry with FS worker when true impact is known. 

 
3. Current Information System 
 

• No system…all processes including reporting are manual.  Localities may have 
developed local systems to adjust for this. 

 
4. Current Outcome 
 

• FS clients not being served adequately under FSET – they quit jobs, go on 
TANF, get needed services and return to work. 

 
 

Exercise 5 — Sub-process Name: FSET - Intake 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
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2. Existing Issues that will be corrected by the “change in progress”:  
 

• None known. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known. 
 
 

Exercise 6 — Sub-process Name: FSET  - Intake 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Retraining issue. 
• Current separation of program Policy. 
• Stovepipe between FS and FSET, VIEW, and “One-Stop” centers. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Always separation between View and FSET even though all Fed funds. 
• FS is – FSET is services but the manual is in FS; FS is entitlement. 
• FSET requires different skill set than FS but same skill set as VIEW. 
• FSET/FS funding is very precise and rigid for implementation. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• FSET is a services program. 
 
 

Exercise 7 — Sub-process Name: FSET - Intake 
 
CYCLE TIME  
  
Pre-assessment with 14 days, if by mail, no longer than 30 days from referral date for 
initial assessment.  
  
ELAPSED WORKLOAD 

 
2 hours average 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Specialized workers increases of number of client contacts, case files. 
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• FSET requires skills that are different from eligibility. 
• FSET and EW have difficulty communicating and supporting each other as a 

team.  
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• FSET workers develop own support system within agency and outside agency 
with providers of supportive services and employers. 

 
3. Describe the significant variations observed during local visits. 

 
• Size of agency and resources has impact on client services that are available. 
• Responsibility for FSET program-only a limited number of localities have the 

program.  This is due to funding and a local job market; FSET was removed from 
most agencies (state decision). 

• Availability of “One-Stop” centers – skills source centers to help provide. 
supportive job and job market search services to clients. 

• Responsibility for FSET maybe a responsibility of a service worker or an EW 
depending on funding. 

 
 

Exercise 8 — Sub-process Name: FSET - Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Team concept – FS and FSET worker are located together, work together and 
have the same supervisor at small agencies. 

• Co-location of workers-both agency and service providers. 
• FS worker is the FSET worker – no hand-off. 
• Integrated “One-Stop” center services with FSET. 
• Separation of FS and FSET worker. 
• Client education on FSET purpose and reporting responsibilities. 

 
 

Exercise 9 — Sub-process Name: FSET - Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
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• Automation for FSET—can ESPAS be adapted for this until better case 
management systems established. 

• Teaming workers, locating them next to each other to coordinate service/benefit 
delivery. 

 
2. Existing Outputs 
 

• Template all forms. 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: FSET- Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Consider consolidated responsibilities of FSET/FS (if FS case is TANF and VIEW 
mandatory, VIEW is ES program). 

• One worker as VIEW/TANF; more pay. 
• Automate work process, needs to be paperless. 
• Needs to be one consolidated assessment online and populated during the client 

interview. 
• The activity and service plan needs to be part of the automated process with print 

capability. 
 
2. Outputs 
 

• Computer generated forms and letters…appointment letters and notifications. 
 
3. Outcomes 
 
4. Use of Technology 
 

• Need automated support to include interactive interviews and assessments, 
automated forms, reporting, and establishment of the annual plan. 
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 Exercise 3 — Sub-process Name: FSET Supportive Services 
 

Context Diagram 
 

 

Purpose:
• To remove barriers to 

participation.

Trigger:
• Identification of client 

need within FSET 
regulations and 
budgetary allocation

Inputs:
• Estimate of costs from service 

provider.
• Completion of purchase order/

authorization form  
• Invoice form provider  Completion 

payment authorization form.
• Can be a manual process or 

automated financial system/varies 
statewide

• Finance system data entry

Outputs:
• Purchase order/authorization
• Payment authorization form
• Warrant register
• Check to provider or client

Outcome:
• Payment for services

Handoffs:
• 1. Worker produces PO and signs, to
• 2. supervisor to sign PO, to
• 3.financial officer to signs PO, to 
• 4. vendor, 
• 5. clerk receives invoice in mail gives 

to worker
• 6.worker - reconciles and signs sends 

to 
• 7.supervisor sends to 
• 8.financial officer - enters into local 

system for payment, warrant register 
and check is generated

• to director for signature to
• 9.County treasurer to
• 10.financial officer to 
• 11. clerk for postage

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• Local financial system

After Work:
• 1. tracking program fund 

expenditures, 
• 2. reconciliation with 

vendor over payment 
discrepancies or lost 
checks, 

• 3. where applicable -
issuance of replacement 
checks

Cost Drivers:
• Manual structure in 

many localities
• Labor intensive
• Postage costs
• Printing of checks
• Multiple copies of 

purchase orders,
• Many handoffs

Integral Process:
• Purchase of services 

policy
• State reimbursement 

policy
• Budget
• Program policy
• Local accounting 

systems

Peripheral Process:
• Local fianancial policy and 

procedure

Redundancies:
• 1.huge number of handoffs, 
• 2. outdated purchase order 

policy - i.e. required number of 
signatures before actual 
payment

Issues
• Limited funding in FSET
•  Number of signatures and 

handoffs
• In most localities there is no 

connection between DSS 
systems and local systems 
(transfer of warrant 
registers,etc.),

• Different state and local budget 
years

Number of Client 
Visits
• None
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 Exercise 4 — Sub-process Name: FSET Supportive Services 
 

List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order/authorization to payment. 
• Labor intensive – manual data, mailing, system input (LASER& Local system). 
• Maintaining copies of paper bills/receipt of service within case file. 
• Three different fiscal officers involved – local DSS, locality (city or county), state. 
• Different budget years and reconciliation during off-month. 
• Antiquated purchase of service policy. 

 
2. Existing Outputs 
 

• Variety of local systems used, i.e. Thomas Brothers, Harmony. 
• DSS generated paper – purchase orders, pre-paid checklist and invoices. Paper 

checks still issued. 
• No on-line capability of sharing info related to submitting invoices.  

 
3. Current Information System 
 

• Variety of financial systems statewide. 
• Limited information that localities receive from LASER. 
• LASER system codes input by locality does not always match the system used 

by the locality, so then info has to be entered manually into LASER. 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice. 
• Some vendors may not accept delay in payment, causes loss of vendor. 

participation. Credit cards are used that add an additional layers and handoffs. 
• No penalty for late submission of bills. 

 
 

Exercise 5 — Sub-process Name: FSET Supportive Services 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations. 
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Exercise 6 — Sub-process Name: FSET Supportive Services 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems. 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes). 
• No training on purchase of services policy. 
• Very limited funding in the FSET program. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not talk to each other. 
• Accountability system – level of accountability varies from agency to agency. 
• Need to know attitude concerning shared information. 
• Power inherent in controlling the use of funds. 
• Outdated policy. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail. 
• Control of budget/resources used. 

 
 

Exercise 7 — Sub-process Name: FSET Supportive Services 
 
 CYCLE TIME  
 

• 15 to 45 days average from receipt of invoice to payment. 
 
ELAPSED WORKLOAD 
 

• Varies 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Multiple signoffs, four signoffs to every purchase order and invoice = lack of trust. 
• Paper trail is a necessity, rather than electronic POS, lost invoices. 
• Multiple methods of completing purchasing and fiscal process. 
• Thomas Brothers = efficient in that once vendor and client are in the system, 

PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function. 
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• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Local must estimate city/county match. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Personal relationship between local fiscal with city/county fiscal helps process. 
• Individual responsible for a particular line item of the budget must set up their 

own management scheme for that particular fund, in order to maximize use of 
budget line. 

 
3. Describe the significant variations observed during local visits. 
 

• Who completes data entry into local system to generate the Purchase orders and 
invoices – could be clerical, service worker and supervisor.  

• Use of different financial systems to best-fit needs of particular locality. 
 
 

Exercise 8 — Sub-process Name: FSET Supportive Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of bus tokens and fare cards-bulk purchase. 
 
 

Exercise 9 — Sub-process Name: FSET Supportive Services 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Possible re-evaluation of policy requirements. 
 
2. Existing Outputs 
 

• None 
 
3. Current Information System 
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• None  
 
4. Current Outcome 
 

• None 
 
 

Exercise 10 — Sub-process Name: FSET Supportive Services 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate submission of invoices. 
• Eliminate large number of handoffs. 
• Automate signatures. 
• Training on updated Purchase of Service Policy. 

 
2. Outputs 
 

• Direct Deposit and/or EBT for vendor payments.  
 
3. Outcomes 
 

• Automated system. 
 
4. Use of Technology 
 

• Automated system completion. 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: GR 
Case Management 

 
Context Diagram 

 
Case management includes: 

• Case assignment, review  and acceptance (for assigned cases) 
• Communication (internal, external, client) 
• Notices 
• Changes 
• Interim reporting 
• Annual review 
• Case Transfer (internal / external) 
• Case Closure 

 
 

Purpose:
• maintain the case 

circumstances in a timely 
and accurate manner, 

• carry out actions on a timely 
basis

Trigger:
• Benefit Approval 
• File tickler
• Transfer from 

branch office 

Inputs:
• ADAPT, 
• DMV, 
• DCSE, 
• VEC, 
• SVES,
• APECS, 
• SDX, 
• BENDEX
• medical records, 
• paternity statements,
• prescriptions, 
• Tickler for reviews

Outputs:
• On going payment Notices
• referrals for services
• data shared with other 

programs and service 
providers

• Documentation
• Local system for case 

tracking management

Outcome:
• Accurate and timely 

actions on an on-going 
case that results in 
accurate and 
appropriate benefits.

Handoffs:
• On-going, 
• Supervisor, Finance, 
• On-going,
• mail handler, 
• closed case clerk ,

Incoming – Other 
System:
• None Outgoing – Other 

System:
• None

After Work:
• Phone calls
• Filing
• New Intake,
• purge active cases, 
• purge closed cases,

Cost Drivers:
• Paper driven
• emotional distress to 

family
• Storage
• Costs of services
• Multiple reviews on file

Integral Process:
• Appeals
• Policy
• Reporting 
• Accounting
• Fraud
• SSI

Peripheral Process:
• SSA
• SSI
• SLH
• Hospitals and Clinics
• CSB
• Community Resources
• FS
• VEC
• ESP
• Tanf, Medicaid
• Funeral homes

Redundancies:
• Multiple medical 

requests
• Purchase of service
• Data Collection
• Copying
• Multiple appointments 

and visits for various 
programs

• Managing multiple case 
records on same 
person

Issues
• Manual process
• Review dates vary
• Funding

Number of Client 
Visits
• Varies

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: GR 
Case Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Hand completion, prep, and mailing of NOA by worker. 
• Manual lookup in other systems. 
• Manual sharing of data with other services, e.g. child care. 
• Hand-written follow-ups with client 
• Manual referrals. 
• Labor associated with paper files: creating, transporting, locating, closing, 

purging. 
• Multiple case files for same individuals create an escalating factor. 

 
2. Existing Outputs 
 

• Paper record forces dependency on paper. 
• Documentation is paper based – manual workload.   
• Case work in paper folder hides workload from other service providers. 
• Multiple non-integrated reports from different systems creates incomplete 

reported picture on individuals and families. 
• Picture presents inaccurate info for decision making on programs and services. 
• Incomplete or dropped referrals. 
• No output data to other systems.  Concept of confidentiality may need to be 

researched, updated, and modified to support sharing. 
 
3. Current Information System 
 

• Multiple sign-on for searches. 
• Lack of consistent GR integration with other benefit programs. 
• Development has excluded key program info that may be valuable to a GR 

worker. 
 
4. Current Outcome 
 

• No quality assurance on dollar benefits paid. 
• Training is not sufficient to support the outcome.  The messages conflict with the 

objective. 
• No training element other than at the local agency. 
• Caseload due to lack of integration impacts ability to focus on individual cases. 

 
 

Exercise 5 — Sub-process Name: GR Case Management 
 
Define the following for the existing Sub-Process. 
 



1. Changes to the Sub-process that are currently underway in the Department: 
 

• SPIDeR pilot in lieu of MSI.   
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• SPIDeR:, re-write of MSI system.   
• Tool that would enable portal-like enhancement. 
• Provide a composite picture of the currently duplicated case record.   
• Bring together records from unrelated state systems.    
• Multiple sign-on 
• Paper to electronic record 
• Sharing of documentation 
• Translation of voice and/or image to digital file 
• Updates across systems 
• Evaluation form – automated 
• Electronic form template 

    
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Local debate over options – cost, training, transition, Localitices build 
themselves. 

• Must demonstrate no loss of functionality. 
• Political issue with competing products / solution. 
• Benefits centric. 
• Local initiative without broad-based support. 
• Have to generate paper document (client or worker) to create the electronic 

record. 
• Local cost factor includes: licensing, training, staffing, conversion workload. 
• Unresolved issues: Transmission of case file to other localities 

o Local data bases 
o Local maintenance over time 
o Modules not uniform over localities. 

 
 

Exercise 6 — Sub-process Name: GR Case Management 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• No training offered except at local level 
• Process is totally paper driven. 
• Lack of funding. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Politics – state / local relationship 



• Policy outdated. 
• Too much work to retain assistance program.  

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Simple solutions gain favor (e.g. simplifying policy – the magic bullet). 
• Localities have always had the responsibility. 

 
 

Exercise 7 — Sub-process Name: GR Case Management 
 
CYCLE TIME 
n/a – case management requires varying times based on local procedures 
 
ELAPSED WORKLOAD 
n/a 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Structure of organizational performance – activity/task. 
• Deadline focused. 
• Work performed after the fact. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Methods of getting policy interpretations that one wants. 
• Worker discussion to problem-solve policy questions. 
• Oral history-type training based on opinion and interpretation. 
• No formal network (or partnership) to work with disabled – must establish 

individual relationships to meet user needs. 
• Program and policy gurus. 

 
3. Describe the significant variations observed during local visits. 
 

• User of automated calendar vs. use of paper calendars. 
• High level of disdain for client vs. high level of respect. 
• Customer vs. hindrance to getting work done. 
• Very high security to no security. 
• Very high morale in poor conditions to very low morale in much better conditions. 
• Requirement for customer accountability agreement. 

 
 
 
 
 
 
 
 



Exercise 8 — Sub-process Name: GR Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Inspired leadership from management. 
• Strong client focus including willingness to do home visits. 
• Focus on client strength. 
• Use of calendar tool agency-wide and sharable. 
• Client call centralized facility to schedule appointment for review. Facility has 

access to calendar, receptionist has access to track client appointments and 
identify worker. 

• A minimum best practice is local development of automation for tracking, case 
management and payment purposes. 

• Information about documentation required sent to client before interview/review 
contact. 

 
 

Exercise 9 — Sub-process Name: GR Case Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Shared calendar tool that allows client to choose own time. 
• State forms enterable. 
• Moratorium on form development as well as evaluating all paper forms currently 

in use. 
 
2. Existing Outputs 
 
3. Current Information System 
 

• Modifications to ADAPT so that active GR cases can be added during the case 
review process (simple policy – low numbers). 

 
4. Current Outcome 
 

• Training for on-going workers. 
• Automated assessment capability for use at point of client contact for needs and 

services. 
 
 
 



Exercise 10 — Sub-process Name: GR Case Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Align GR ,TANF, Medicaid and Food Stamp policy 
�o Flat rate 
�o Verifications 
�o Income guidelines 
�o resources 

• Whole job supported by automated tools. 
• Update  of Policy. 
• Consider the highest level of co-location of persons serving a family. 
• Electronic case records for family. 
• Immediate documentation in electronic format – sharable as allowed by law 

between workers. 
• Automated system. 
• Documentation module to eliminate secondary paper documentation and/or 

contact logs. 
• Review systems maintenance needs for adequate staffing for DIT as needed by 

the To Be business model (policy/business analysts and systems programming 
staff). 

• On-line evaluation form integrated into screening documentation. 
 
2. Outputs 
 

• Payment authorization has a different result. 
• Client packet at output of the intake process 
• Accurate calendar of client-required activities 
• 100% referral all services based on conditions and circumstances 
• Sharing info with provider as provided by law or client request / authorization. 
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Give client more control over information. 
• Eliminate or replace parts of the existing program in favor of giving funds to local 

clinics and funeral homes. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
 
4. Use of Technology 
 

• Policy is viewable in parallel and behind case work screen – can toggle into 
pertinent policy. 

• Real-time management reports – full range, worker, supervisor, management, 
executive, state supervisor. 



• One method for entering and capturing info one time and applying to all 
conditions across all programs and services. 

• Info one time shared across all programs and services. 
• Use of multiple tools integrated to support case management is transparent to 

user. 
• Level of functionality is designed to support the whole job. 
• Training for technology supports not disrupt line-supervisor-management 

relationships. 
• Training is designed to produce optimum levels of performance. 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: General 
Relief Intake 

 
Context Diagram 

 

Purpose:
• To provide financial  

assistance and purchased 
services to eligible 
individuals.

Trigger:
• receipt of 

application

Inputs:
• Local rules,
• client circumstances , 
• client personal 

information,
• HH composition,
• relationships,
• medical records, 
• receipts for other 

benefits, 
• death certificates or 

equivalent,
• car repair bills, 
• cutoff notices
• Client interviews
• Clint authorization for 

GR repayment

Outputs:
• Information Brochures (7)
• Approval or denial (15 day 

extension)
• Required program explanations
• Notice to Grant or deny (45 days)
• Case Action  form,
• Assistance Plan
• Record Retention
• Communication with SSA/SSI
• Local system for tracking

Outcome:
• Accurate and timely 

approval, 
• Approval to ongoing 

case manager, 
• Denial of application , 
• referrals to other 

community resources

Handoffs:
• Receptionist
• Intake screener
• Eligibility Worker
• Supervisor
• Finance
• Eligibility Worke r
• mail handler,
• On-going worker, 
• closed file clerk , 
• case opening clerk
• File creation

Incoming – Other 
System:
• VEC, 
• DMV, 
• SVES, 
• SDX, 
• BENDEX., 
• ADAPT, 
• APECS,

Outgoing – Other 
System:
• None

After Work:
• Filing
• Phone calls for status 

Information,
• copying of information,
• stuffing envelopes, 
• maintaining agency 

lists, 
• log books, 

Cost Drivers:
• Paper driven
• Timely process
• Storage
• Costs of services, 
• hand offs, 
• space for staff, 
• storage space, 
• Faxing and phoning,
• Specialization , 
• Fraud
• Local automated 

systems

Integral Process:
• Policy
• Reporting
• Training
• Fraud
• Appeals
• SSA (if Interim) 
• Services

Peripheral Process:
• DCSE
• Employer Queries
• TANF
• Employment Services, courts, vital 

records,
• SSI Advocacy

Redundancies:
• Replication of 

information for various 
cases

• Notices
• Multiple case reviews
• System searches
• Manually documenting 

search information,

Issues
• Manual process
• Review dates set but intermittent 

reviews required
• Funding
• Local systems – no statewide systems
• High risk for fraud

Number of Client 
Visits
• 1 or 2

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: General 
Relief Intake 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Timely manual process. 
• Process varies with program component. 
• Face-to-face interviews. 
• Manual Application.  
• Dual systems – if joint application for foods stamps and general relief, then use 

local forms/system for GR, and ADAPT for food stamps. 
• Outdated policy/non-legible income charts in the manual. 
• Applications because of inability to meet federal requirements 
• TANF program disqualifications not carried over to GR (way around the system) 
• Manual evaluation.  
• Local option – not available (or differing components) in all local departments 

 
2. Existing Outputs 
 

• Extensive amount of literature/notifications and explanations provided to 
recipient, as stated in policy. 

• Manual calculation of payment/resources to local systems calculator if there is 
one.  

• Manual accounting of assistance amount or use of local system computers’ 
computational capability. 

• Relies on manual notification to connected case workers 
 
3. Current Information System 
 

• No automation, manual tracking or, if available, to local systems developed for 
tracking and payment issuance. 

• No automated systems input or, if available, input into local tracking & payment 
system. 

• Local automated tracking and payment systems do not communicate with other 
local or state systems. 

 
4. Current Outcome 
 

• Benefit level is insufficient to meet needs.  
• Differing levels based on locality rankings established by the State (either I, II, or 

III locality), with corresponding grant amounts.  The State sets the amount—the 
locality has no control over the amount. 

• Manual payment method or, if available, local payment system may generate 
payment. 

 
 

 



Exercise 5 — Sub-process Name: General Relief Intake 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known. 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: General Relief Intake 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Various changes in process/policy will have to be made due to differences in 
categories of assistance. 

• Paper driven/No current plan to automate program. 
• Organizational structure 
• Current customer service 
• Limits access 
• Department’s ability to handle non-English language 
• Department’s ability to handle functioning of clients (some are of limited 

functioning ability). 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• State and Locally administered programs can lead to great diversity due to 
subjectivity of policy. 

• GR is local optional program, which allows for inconsistencies in services. 
• Difficult to make changes due to diverse categories. 
• Outdated Policy/Income charts. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Local option. 
• Locals decide amount of grant contribution. 
• Grant amount may vary from year-to-year. 
• Routine. 

 
 
 
 
 



Exercise 7 — Sub-process Name: General Relief Intake 
 
CYCLE TIME  

• 30 days maximum 
 
ELAPSED WORKLOAD 

• 3 hours, average 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Oral communication between locals/worker and fiscal due to lack of system 
information for those agencies without a local system. 

• Spill over to rest of community  
• Secondary increase in workload due to inter-agency or internal communication 
• Results in community impression of capability 
• Cost of added coordination 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Shifting process to react to internal pressures 
• Additional layers 
• Relationship with local health care providers and clinics for medical evaluations 

and services for GR unemployable population. 
• Coordination with social services workers for unattached population. 

 
3. Describe the significant variations observed during local visits. 
 

• Funding varies. 
• Walk-in vs. appointment vs. mail in 
• Pass off of application vs. eligibility workers carrying forward process 
• Any number of possible combinations of program components offered  
• Differing levels of documentation 
• Review worker handling of new applications vs. new worker 
• Variations in assigning response for intake 
• Level of case file organization standards. 

 
 

Exercise 8 — Sub-process Name: General Relief Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Electronic files 
• One worker for all programs divided into families and childen vs adult  
• SSI advocacy for long term unemployables 



• Agency communication and partnership with local clinics and other departments 
that provide services for the disabled. 

 
 

Exercise 9 — Sub-process Name: General Relief Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Program allocation levels 
• Consistency in process between locals. 
• Implement state-wide use of calendaring tool. 
• Eliminate duplication of calendaring tool at state and local levels. 
• Install drop boxes state-wide. 
• Eliminate manual logs, 
• Standardize communication templates and make available from common source 

state-wide. 
• Screen for all program specifics one time – holistic assessment of client needs 

and services. 
• SSI advocacy partner to work with long-term disabled connection to SSI-ISS-DI 

 
2. Existing Outputs 
 
3. Current Information System 
 

• Modify ADAPT to accommodate GR program application process – simple policy 
and low numbers. 

 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Intake 
 
Define reengineering opportunities that would contribute to a dramatic 
improvement in performance for all localities. 
 
1. Work Process 
 

• Update policy manuals and tables. 
• Due process noticing without worker intervention. 
• Automate time line/tickler system. 
• Standardize the work procedures. 
• Automate application process. 

 
2. Outputs 
 



• Automate for interactive interviewing. 
 
3. Outcomes 
 

• Historical program – is it really needed now?  Can funds be reallocated or 
granted to local entities like funeral homes or free medical clinics? 

• Develop direct funding for free medical clinics & funeral homes rather than DSS 
function as an intermediary. 

 
4. Use of Technology 
 

• Automate process. 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: General 
Relief Issuance and Reconciliation 

 
Context Diagram 

 
 

Purpose:
• Provide cash assistance or 

purchase needed services
• Account for distribution

Trigger:
• Approval of 

Eligibility ,
• change in benefit, 
• authorization for 

purchased 
services

Inputs:
• Payment authorization 

form or purchase 
order

Outputs:
• Check
• payment for service
• Reporting/Accounting
• Purchase of Service

Outcome:
• Cash Payments
• Vendor Payments
• Medical Payments

Handoffs:
• Worker, Supervisor
• Worker
• Finance
• Worker
• mail handler, 
• closed file clerk

Incoming – Other 
System:
• None Outgoing – Other 

System:
• None

After Work:
• documentation
• Fraud Referrals
• Case Notes
• Appeals
• Handling invoices for 

payment, 
• filing, 
• phone calls, 
• faxing,

Cost Drivers:
• Paper driven
• Storage
• Costs of services, 
• paper checks,
• cost to department or 

community for 
replacement services, 

Integral Process:
• Finance

Peripheral Process:
• SSA/SSI

Redundancies:
• multiple requests for 

medical forms,
• multiple handoffs of the 

case action form,
• signatures, 
• data collection,
•  issuance recon 

process

Issues
• Manual process
• Local Issuance and 

Recon

Number of Client 
Visits
3 visits -
• interview, 
• verifications ,  
• pick up check , 

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: General 
Relief Issuance and Reconciliation 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Process built around paper 
 
2. Existing Outputs 
 

• Payment amount insufficient to meet needs of recipients 
• Fewer localities offering services due to funding 

 
3. Current Information System 
 

• Non-routine outside automated system for those localities without local system 
developers. 

 
4. Current Outcome 
 

• Requires a higher level of human intervention (labor, etc.) 
• Fewer burial vendors are accepting as payment for services  

 
 

Exercise 5 — Sub-process Name: General Relief Issuance and 
Reconciliation 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Direct Deposit under discussion as an option – in pilot, should have been 
implemented 4/1/05 state-wide.  (only applicable to TANF)   

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Limited numbers of people. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Adds a new layer of cost and procedure locally. 
• Limited numbers of people. 

 
 
 



Exercise 6 — Sub-process Name: General Relief Issuance and 
Reconciliation 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Perception that cost is too high to move away from paper checks. 
• Affords a level of familiar accountability. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack of familiarity with methods to manage cash vs. Food Stamps accounts. 
• Decision made at a point in time and not re-visited. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Local option to select and choose what components to offer and set amounts of 
payments 

 
 

Exercise 7 — Sub-process Name: General Relief Issuance and 
Reconciliation 

 
CYCLE TIME 
Routine (data in/data out): 5 days 
Non-routine  2-3 days 
 
ELAPSED WORKLOAD 
24 hours 
1.5-2.0 hours 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Reactivity brings about speedier delivery than routine. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Informal relationships between local and state to move procedure faster. 
 
3. Describe the significant variations observed during local visits. 
 
 
 
 
 
 



Exercise 8 — Sub-process Name: General Relief Issuance and 
Reconciliation 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Difference in structure, size, procedure – local level may allow a shorter 
replacement time frame. 

 
 

Exercise 9 — Sub-process Name: General Relief Issuance and 
Reconciliation 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• On non-routine, use of fax or other communication means to reduce impact of 
size, structure, distance – initiate activities faster – follow up with hard copy. 

 
2. Existing Outputs 
 

• Move cash benefits to EBT.   
 
3. Current Information System 
 

• Move cash benefits to EBT.   
 
4. Current Outcome 
 

• Align error resolution with food stamp error resolution (i.e. when not posted). 
 
 
Exercise 10 — Sub-process Name: General Relief Issuance and 

Reconciliation 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Depends on whether quick fix is implemented.  If not, opportunity is EBT for 
TANF or cash. 

 



2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: General 
Relief - Purchase of Services 

 
Context Diagram 

 

Purpose:
• Provide payment for a 

service rendered from a 
vendor agreement

Trigger:
• Approval of 

Eligibility , 
• phone calls from 

pharmacy, 
• authorization for 

purchased 
services (burials, 
shelter and repair 
services)

Inputs:
• Bill from the vendor

Outputs:
• vendor authorization, 
• case action form,
• Check payment for service
• Reporting/Accounting

Outcome:
• Vendor payments, 
• medical payments,

Handoffs:
• worker, 
• Supervisor
• Worker, 
• vendor to agree to provide service 

for allowed payment amount, 
• worker,
• Finance, 
• bill received from vendor,
• Worker, 
• supervisor, 
• worker, 
• finance,
• mail handler, 
• closed file clerk

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• local only systems

After Work:
• case action forms, 
• filing, 
• phone calls,

Cost Drivers:
• paper, 
• individual purchasing 

instead of bulk 
purchasing, 

• multiple handoffs, 

Integral Process:
• Appeals
• Policy
• Reporting 
• Accounting
• Fraud

Peripheral Process:
• funeral homes, 
• pharmacies, 
• utility companies , 
• landlords, 
• vehicle repair centers, 

Redundancies:
• multiple case action 

forms to cover multiple 
vendors

Issues
• manual process, 
• limited funding, 
• local options mean lack 

of uniformity across the 
state

Number of Client 
Visits
• pick up vendor 

authorization

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: General 
Relief - Purchase of Services 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Case action forms pass through multiple hands 
• Manual processes  

 
2. Existing Outputs 
 

• Payments are not sufficient to pay for services (burial expenses) 
• Unattached child amounts are not equivalent to TANF amounts – usually the only 

difference is unable to prove relationship to the caretaker. 
• Cost to local is greater because no mass buying power for purchased services 

 
3. Current Information System 
 
4. Current Outcome 
 

• Some vendors will only do cremations, which forces those opposed to cremation 
to go against their beliefs or find some other way to pay. 

• Losing vendors due to poor payment amounts-cannot afford to do even the most 
basic burial service 

 
 

Exercise 5 — Sub-process Name: General Relief - Purchase of 
Services 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• none 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• none 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None 
 
 
 



Exercise 6 — Sub-process Name Name: General Relief - 
Purchase of Services 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Lack of funding- localities are having to stop offering services 
• Lack of automation 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Local option to offer and what services to offer 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Perceived as giving money away 
• Local politics 

 
 

Exercise 7 — Sub-process Name: General Relief - Purchase of 
Services 

 
CYCLE TIME  

• Varies depending on billing cycle of vendor and how it coordinates with payment 
cycle of locality  up to 60 days (30 day billing cycle of vendor and 30 day 
payment cycle of locality) 

 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Local option of components means inconsistency from one locality to the next.  
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Outdated policy means training passed through the ranks 
• No formal training offered on a regular basis.  Only offered if requested 

 
3. Describe the significant variations observed during local visits. 
 

• Some accounting done in local systems vs no system at all 
• May have services purchased from vendors  or checks made out to the client 

 
 
 



Exercise 8 — Sub-process Name: General Relief - Purchase of 
Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 

Exercise 9 — Sub-process Name: General Relief - Purchase of 
Services 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Update GR policy- using tables from 1988 to calculate income to be counted. 
• Reprint GR charts so they are legible 
• Make GR unattached child policy match TANF policy  
• Require participation with DCSE  by the participant to establish paternity so 

relationships can be established and child can be moved to federal TANF funds 
instead of using local money 

 
• Create working relationships or accounts with certain vendors to allow for 

discounted services (contractual agreement or MOU). 
 
2. Existing Outputs 
 

• Need for a market survey to determine current funeral costs for GR burial funding 
 
3. Current Information System 
 
4. Current Outcome 
 

• Establish a clothing allowance similar to Foster care as GR unattached child 
often keeps children from entering the foster care system which is more costly. 

 
 
Exercise 10 — Sub-process Name: General Relief - Purchase of 

Services 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 



• Change TANF policy to recognize custody orders by the court as an 
establishment of a family unit to move children onto federal TANF funds instead 
of local GR money 

 
2. Outputs 
 

• Use of EBT for GR purchased services and check issuances 
 
3. Outcomes 
 

• Increase funding for GR unattached child, by exploring the possibility of using 
foster care prevention funds 

• Explore options to negotiate lower rates with repair companies/lodging facilities 
via mass buying power (statewide/regional contracts, or group contracts)  

 
4. Use of Technology 
 

• A higher level of automated support for purchase of services. 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Human 
Resources– Classification and Compensation 

 
Context Diagram 

Purpose:
• To be able to hire for the 

right skills for the job class

Trigger:
1.  New Class - Request for 
non-existent classification 
such as Self-Suff. worker or 
I.T. class
2.  Existing Class - There is 
no trigger for changing or 
upgrading a single class or 
job grouping in the current 
environment;  this requires 
a periodic major 
classification & 
compensation study and 
new plan; the last was in 
1984

Inputs:
• Classification /

compensation Plan
• HR Policy
• HR procedures
• Request form
• Consultation with local 

agency
• Information to 

establish authenticity
• Job need - Need
• Comparison with other 

agencies
• Local Board Approval
• Local governing board 

approval if 
compensation over 
reimburseable level

• State Board approval

Outputs:
• State:  Legislative 

requestion for funding and 
argument

• State Board Request
• Release Classification and 

Compensation schedule
• Local:  Begin hiring process

Outcome:
• State:  Correct 

groupings of individual 
classes to assure fair 
pay for skills purchased 
- pay equity

• Local:  The right person 
for the right job with a 
desire to stay and 
move-up

Handoffs:
• Local Director
• Clerical
• Local Manager/Superv. For job 

group
• Local funding authority
• Local HR
• State C & C assignee
• Legislature
• State Board
• State Analyst to LETS
• Local Director

Incoming – Other 
System:
• None Outgoing – Other 

System:
• None

After Work:
• State:  Maintenance of 

Classification & 
Compensation Plan; 
annually update for 
salary increase

• Local:  Annual 
Compensation Plan 
(Dev. & Non-Dev.)

• Form for policies for the 
year

• Maintenance of 
information in LETS

• Maintenance of 
information in localities 
financial system

• Maintenance of 
information in local HR 
system

Cost Drivers:
• Equating procedure for 

dev. Local agencies
• Flexibility in HR for local 

agencies
• Dual system updates -

labor
• Paper-based 

communication from 
local agency to state

• Number of approvals
• Impact of out of date 

plan on staff and 
productivity

• Out of date C & C plan
• Inability to attract, hire 

and retain new 
employees

• Dev. can be more 
competitive, causing 
higher training and 
turnover costs at non-
dev.

Integral Process:
• Local Compensation 

Plan
• Local HR policies for 

the year
• Routine Classification/

Compensations studies
• Local Budget Planning
• State Budget Planning
• Local HR Function
• Local Board
• Local Governing Board
• State Board
• General Assembly

Peripheral Process:
• Federal program policy shifts
• Labor force skill changes
• Legislative and local 

governing body budget cuts
• Performance/quality 

initiatives

Redundancies:
• Dual System Entry local 

financial system and 
Lets

• Dev. Additional system 
entry with local HR sys

• Although information in 
LETS, to have local HR 
management 
information, reports 
must be hand-
generated

• Dual-record keeping:  
leave, differential comp, 
etc. Issues

• Understanding of 
requirements to comply 
with diversity laws

• Lack of training HR 
legal requirements for 
State and local 
managers/Directors

• Need for succession 
planning

• Compensation 
compression

• Eval - check the box
• Salary policies on being 

able to compensate at a 
% above is the only 
competitive advantage

• Knowledge and history 
by a single individual

Number of Client 
Visits
N/A

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Human 
Resources – Classification and Compensation 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Lack of institutionalized on-going HR training 
• Reactive work environment – crisis management – can not focus on critical 

needs of VSSS system 
• Have lost content area expertise – should have in place, today, a cadre of HR 

professionals capable of problem-solving at the enterprise level and capable of 
forecasting need 

• Single persons have knowledge – meaning if the person is sick or otherwise 
unavailable, the customer just has to wait 

• There is no established procedure to accommodate a request for a new 
classification 

  
2. Existing Outputs 
 

• No established routine for updating classifications, so appropriate compensation 
is dependent upon the established class specification 

• Not enough funding for people with the right skills to do 
classification/compensation studies on a routine basis 

 
3. Current Information System 
 

• LETS is not a data management system 
• LETS is inflexible in handling of differing State and local compensation 

implementation timeframes – requires local communication to LETS assignee 
and manual intervention to record local data 

 
4. Current Outcome 
 

• Do not have the staffing levels required to stay focused on the day to day HR 
demands of 7,000 to 8,000 people across 121 organizations and carry out large 
projects at the same time 

 
 

Exercise 5 — Sub-process Name: Human Resources – 
Classification and Compensation 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 



• System request submitted to overhaul LETS 
• One time training in local HR manual is underway 
• LETS training has been started up 
• There is an opportunity to hire 3 key positions with HR credentials 
• Starting to overhaul the State’s salary administration plan – this will help with 

State staffing to support local agencies 
• Recently an increasing collaboration between State HR and League HR 

Committee  
 

2. Existing Issues that will be corrected by the “change in progress”  
 

• Hires will give opportunity to improve global HR performance 
 

3. The “change in progress” cannot be immediately or cannot completely correct the 
issue that has prompted the change due to the following barriers/limitations: 

 
• New hires will not directly improve the current condition of the Classification and 

Compensation Plan; this will require $ and an RFP; do not have internal capacity 
to complete this study 

• LETS project will not be started and completed in a quick timeframe…very large 
job 

 
 

Exercise 6 — Sub-process Name: Human Resources – 
Classification and Compensation 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Because of the time lag from when a Class and Comp study begins and ends in 
the current environment, it is out of date 

• Perception that the full extent of the VSSS HR problem can’t be shared with the 
General Assembly 

• Out of date classification and compensation plan 
• Lack of skilled resources 
• Non-traditional thinking is not rewarded 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Traditional thinking 
• State and local HR rules 
• VSSS is not high priority with the General Assembly – they are not quick to 

approve VSSS increases 
• The impact of the General Assembly view of VSSS business effects classification 

and compensation; it appears they “do not care” about VSSS being an effectively 
functioning system 

• Local political position on HR 



 
3. Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• It is in government code that the local agencies must report annually to the State 
Board all positions compensated in excess of State reimbursement 

• Stovepipe controls – these cause individual actions without taking into 
consideration the impact of the action across the enterprise 

 
 

Exercise 7 — Sub-process Name: Human Resources– 
Classification and Compensation 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME:   New Class – 12 to 18 months 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• The reactivity of the organization siphons energy and resources to single 
situations, reducing the organization’s ability to stay focused on quality in the day 
to day operations 

• Limited management acceptance of established HR comp/class practice 
•  

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Long-standing relationships and confidence in individuals to get things done 
• Consultative interaction between individuals when one has respected knowledge 

 
3. Describe the significant variations observed during local visits. 
 

• Deviating and Non-deviating localities 
• 120 variations in how:  

o LETS is used or not used by each 
o Compensation levels 
o Local agencies structure their organizations and use classes 

 
 

Exercise 8 — Sub-process Name: Human Resources – 
Classification and Compensation 

 
Best Practices 
 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Beginning to use on-line functionality  



 
Exercise 9 — Sub-process Name: Human Resources – 

Classification and Compensation 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Develop a training plan 
• Initiate routine, on-going HR training for managers/Directors 
• Update the Classification and Compensation Plan 
• State workforce planning 

 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Human Resources – 
Classification and Compensation 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Continual reassessment of the Classification and Compensation Plan 
• Examination of other national best practices social services HR business models 
• Institutionalize procedures for continual updating of classifications and 

compensation 
 
2.  Outputs 
 

• Expand on-line capability 
 
2. Outcomes 
 

• Ability to be competitive with other employers in a given geographic area and to 
be changed as needed by changing conditions 

• Have career progression ladders 
• More job risk-specific basis for compensation (e.g., CPS); create incentive for 

longevity and for acceptance of higher levels of responsibility 



• Number and types of classes and compensation less generic – more specific to 
agency need 

• Ability to hire for personnel to support administration of an agency – not locked 
into preconceptions about traditional agency operations – acknowledge that size 
isn’t the only criteria for administrative structure 

  
3. Use of Technology 
 

• Use of technology that supplies management information 
• Is simple to navigate 
• That communicates with other systems directly without manual intervention 
• Is flexible in accepting varying information from different localities 
• That is able to provide auditable data across all local versions of HR 
• That supplies the information needed for accurate reimbursement of personnel 

costs 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Medicaid Case Management 

 
Context Diagram 

 
Purpose:
• To continue maintenance of 

approved case file, i.e. 
reviews, etc.

Trigger:
• approved 

application
• transfer-in, 
• changes 

Inputs:
• Map 122 for LTC,
• policy , 
• training, 
• review of intake info - client 

circumstances , 
• household comp,
• income/resource limits, 
• demographic information, 
• disability determination 

change,
• signed patient pay agreement, 
• other insurance coverage, 
• foster care review form

Outputs:
• Medicaid card reissuance, 
• NOA for review or changes, 
• request for needed verifs, 
• patient pay recalculations and notices , 
• review forms
• all non-ADAPT forms, notices, 

worksheets

Outcome:
• Accurate and timely reviews, 
• continuance of coverage or 

closure, 
• Spend down eligibility

Handoffs:
• 1. internal transfers based on 

geographics or covered group, 
• 2. supervisor , 
• 3. clerical for filing of closed file

Incoming – Other 
System:
• SSA increases, 
• SVES, 
• VEC, 
• DMV, 
• APECS, 
• ADAPT, 
• VAMMIS, 
• DCSE TPL information
• HMO information, 
• Nursing Home Information, 
• Bendex, 
• local systems , 
• SAVE

Outgoing – Other System:
• Absent parent info to DCSE, 
• SSA TPL changes, 
• First Health
• HMO's, 
• Bendex, 
• Provider inquiries.

After Work:
• Transfer to other agencies for 

client relocation , 
• Spend down maintenance, 
• answering calls from clients 

questioning coverage, 
• client calls that can 't get through 

to client customer service line
• case filing , 
• records management, 
• document filing, 
• errors and corrections, 
• DMAS post payment reviews.

Cost Drivers:
• paper, 
• running EDBC, 
• postage/mail, 
• duplicated logs, 
• manual calculation error, 
• lost cards, 
• enrollment error, 
• local case organization rules, 
• lost case files
• Nursing Home cases, 
• transfer of files between CPU for FAMIS 

and the local agency for medicaid.  
• Duplicate files for medicaid between CPU 

and locals, 
• lack of follow through on reviews and the 

inpact of reapplications and rework. 
• MSU, MSI, and VAMMIS all with different 

access routes and different sign ons.

Integral Process:
• Foster Care Assessments, 
• Disability Determination Unit , 
• SSA, 
• policy , 
• training, 
• QA, 
• appeals, 
• DMAS processes, 
• HMO, 
• medical information
• DMAS client helpline , 
• calendar management for NON-

ADAPT cases, 
• clerical support, 
• ADAPT, 
• VAMMIS, 
• Local systems maintenance .

Peripheral Process:
• DCSE updates, 
• shared information with ongoing 

workers and foster care workers, 
• Hospitals
• FAMIS reviews for children attached to 

active Medicaid cases , 
• Providers.

Redundancies:
• multiple logs , 
• manual re-evaluation, 
• re-entrance of case data into local system 

(depending on locality), 
• multiple client contact with worker , 
• information sent from DMAS, 
• HMO and DSS, 
• duplication of review info sent, 
• Copies
• Reviews related to FAMIS eligible children that are 

attached to active Medicaid cases - these reviews 
are handled at the CPU as well, 

• handwritten forms and documents, 
• photocopy completed documents and forms, 
• photocopy viewed verifications , 
• non-ADAPT calculations, tabulations, and  reports. 
• HIPP for every new job.

Issues
• duplication of information being sent to 

clients , 
• manual re-calculation /evaluation of 

eligibility , 
• training/clarification concerning the 

sequence of enrollment for foster care 
children

• FAMIS reviews completed when a child is 
attached to an active Medicaid case are 
being completed by both the CPU and the 
local agency , 

• Language issues, 
• Timeframes for enrollment of ineligible 

alien certification .

Number of Client 
Visits
• 0 (no face-to-face 

required for review)



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Medicaid Case Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Policy not aligned with other programs 
• Refresher and ongoing training inconsistent and sometimes not available 
• Sharing of information 
• Screening process is not efficient – causes lots of denied applications 
• Multiple phone calls concerning case status from outreach agencies – time 

consuming 
• Inadequate support staff – dependent upon locality 
• Paper – record filing, copies 
• Policy not simplified, too cumbersome 
• VaMMIS not user friendly 
• Independent information systems requiring duplicate entries 
• Manual calculation/evaluation cases are error prone 
• All covered groups not supported in one central system 
• Multiple sign-ons to receive verification information 
• Delay of receipt of needed verifications 
• Pouch system for transferring case (paper files) 
• Multiple Case number assigned due to inadequate system screens 
• Passing cases back and forth from local to CPU 

 
2. Existing Outputs 
 

• Manual notices 
• Incomplete ADAPT notices 
• Card issuance system 

 
3. Current Information System 
 

• VaMMIS and ADAPT fail to interface properly with each other 
• Medicaid recipients coverage spread out over different systems 
• No documentation piece 
• No single case management reports for all programs 

 
4. Current Outcome 
 

• Clients often miss review deadlines causing case closure 
• Timeliness 
• Accuracy 
• Increased workload 
• Increased costs 



Exercise 5 — Sub-process Name: Medicaid Case Management 
 

Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Paperless Filing/Case Management systems being used by some localities 
• SPIDeR 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Reduce paper costs, limit number of paper files  
• Eliminate worker having to search several systems for one client, process is 

streamlined – worker is searching for client info in one central location 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Local costs 
• Still being tested and developed for effectiveness and workability 

 
 

Exercise 6 — Sub-process Name: Medicaid Case Management 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• DMAS and DSS are separate in functioning related to Medicaid eligibility, 
program processes – who is really responsible? 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Constant change in administration 
• politics 
• Federal regulations 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Medicaid is a separate entity, not the same as other benefits programs 
• FAMIS CPU 

 
 

 
 



Exercise 7 — Sub-process Name: Medicaid Case Management 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME 
n/a 
 
ELAPSED WORKLOAD 
n/a 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Creation of many local informal processes to make where process is lacking, i.e. 
training, forms, system training 

• Informal processes create extra layers of work, i.e. handoffs 
• Local input is minimum in policy and program decisions 
• Training is only necessary for new/incoming workers, case management workers 

have little training resources available 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Local forms created and generated 
• Local training function created for systems and program policy and procedures 
• Local systems created  
• BPRO 

 
3. Describe the significant variations observed during local visits. 

 
• Documentation levels varied 
• Team approach of sharing information related to needed verifs, appointments, 

etc. 
• Assignment of specialized vs. multiple programs 
• Handling and receipt of phone calls/clients that walked into the agency 
• Cross-pollination of units – adult division is inclusive of adult benefits workers 

and adult service workers 
 
 

Exercise 8 — Sub-process Name: Medicaid Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Call Center for handling of phone calls from clients 
• Cross-pollination of units into one division 



• Team approach for maximizing client contact – getting with other workers 
involved with that client to make sure that all requirements are met by client 

• Scheduling tools utilized in making client appointments (local systems used) 
Calendar tool 

• Reception Log in ADAPT 
• Separation of Intake and Continuing workload(for worker) 
• Inclusion of intake and continuing case work – one worker (for client) 
• Utilization of retention grants 
• Off-site staff 
• Local trainers – systems and policy 
• Separation of F&C categories from adult categories 
• Adequate clerical and support staff 
• Long term care units 

 
 

Exercise 9 — Sub-process Name: Medicaid Case Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• DMAS/DSS collaboration to set out grey areas 
• Implementing a formal training plan for ongoing workers 
• Eliminate manual logs 
• Implement state-wide directory, inclusive of locality information and calendaring 

tool 
• Introducing/Training localities on grant process and their utilization within 

Medicaid  
• Re-evaluation of handoffs created by interagency workings 
• Single standard for case record set up and management statewide. 
• Automated worksheets and forms for all non-ADAPT case types 
• Long Term Care units 
• Specialization to include ongoing case management workers. 
• Correct existing problems in ADAPT to allow for evaluation of Foster Care cases. 
• Align policy for all programs to have a single review with identical policy and 

eligibility requirements (simplify income and resource requirements, eliminate 
complicated deduction verifications). 

• Use poverty limit to equally treat households with similar incomes. 
 

 
2. Existing Outputs 
 

• Consolidate standardized forms by creating charters or deadlines for existing 
workgroups 

• NOA fully complete from ADAPT, add other field for additional documentation 



 
3. Current Information System 
 

• Inquiry/Request for Adult Medicaid to be entered into ADAPT, centralized system 
• Automate forms 
• Fully automate eligibility evaluation 

 
4. Current Outcome 
 

• Align program policies related to reviews/renewals in order to make it easier to 
align dates 

 
 
Exercise 10 — Sub-process Name: Medicaid Case Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Simplify policy and align with other benefits programs 
• Evaluate elimination of 209b status 
• Eliminate forms warehouse; look at automation of needed forms for work 

processes 
• Merge DMAS functions into the DSS structure 
• Align all policy for a fully automated evaluation process 

 
2. Outputs 
 

• Automated notices, correspondence, reports, forms formatted for destination 
needs and requirements (state, local, federal, and private users) 

• Standard state format / information for automated performance stats (accuracy 
timeliness. Appeals, etc.) 

 
3. Outcomes 
 

• Minimize processing time 
 
4. Use of Technology 
 

• Effective use of Spider or other technology to automatically update or inform 
other program systems not related to Medicaid – new addresses, other client 
demographic information 

• Enhance technology for case management workers to work from home 
• DSS / DMAS merged information system planning, purchase, and management 
• Effective two-way links for cost-effective communication of information to federal, 

state, local offices (e.g. health, schools, etc.) 



• Add all cases to ADPAT or obtain a new system for all cases and programs 
capable of processing automated eligibility from information entered by staff. 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Medicaid Intake 

 
Context Diagram 

Purpose:
• To initiate determination of eligibility for 

medical assistance

Trigger:
• client application , 
• referral 

Inputs:
• policy , 
• client circumstances , 
• client demographics, household 

composition, 
• income limits , 
• resource limits, 
• demographic information, 
• Map 96 for LTC referral, 
• Disability Determination , 
• Signed patient pay agreement, 
• other insurance coverage, 
• foster care referral, 
• application for SSA/SSI.

Outputs:
• Medicaid card, 
• notice of action, 
• request for needed verifs,
• documentation, 
• patient pay calculation notice, 
• Disability referral information, 
• HMO card, 
• Notices to Nursing Home with patient pay 

information, 
• referrals, 
• SLH applications, enrolllment of and disposition 

of outstationed applications, 
• phamplets, 
• Non Adapt forms, 
• worksheets, 
• and notices.

Outcome:
• Eligibility Determination (approval or 

denial/or spend down calculation), 
• approval to ongoing eligibility 

worker, 
• accurate and timely.

Handoffs:
• 1. receipt of request for benefits or 

application (mail or walk-in), 
• 2. screener, 
• 3. intake worker, 
• 4. supervisor
• 5. Intake worker, 
• 6. mail clerk, 
• 7. Disability Determination Unit, 
• 8. DMAS for Emergency Cert periods 

for ineligible aliens .

Incoming – Other 
System:
• VaMMIS, 
• VEC, 
• SVES, 
• DMV, 
• APECS, 
• Medpend, 
• SSA Buy-in, 
• DCSE TPL information,
• ADAPT
• HMO  information, 
• Nursing Home information, 
• Local system , 
• SAVE

Outgoing – Other 
System:
• SSA Buy- in, 
• First Health Enrollment and Billing, 
• DCSE 501/referral 
• HMO enrollment, 
• VAMMIS, 
• MEDPEND, 
• Provider inquiries .

After Work:
• manual completion of 

notices for non-ADAPT 
cases, 

• adjustment of NOA for 
ADAPT, 

• manual logs, 
• manual transfer out form, 
• stuffing envelopes,
• Spend down calculation, 
• transfer to ongoing case 

worker
• case filing , 
• records management, 
• document filing, 
• errors and corrections, 
• Post Payment review by 

DMAS.

Cost Drivers:
• running EDBC ,
• postage/mail, 
• paper , 
• duplicated processes, 
• duplicated logs and lists, 
• manual calculation error , 
• enrollment error
• labor , 
• paper work intensive, 
• different policy requirements for different categories of 

medicaid , 
• LTC process is complex, 
• retroactive medicaid requires multiple monthly 

calculations, 
• budget unit policy requires multiple calculations, 
• cost of copying medical bills, 
• spendown calculations, 
• multiple determination methods to include category 

and MDU and emergency alien certification. 

Integral Process:
• Disability Determination Unit, 
• SSA, medical information, 
• policy , 
• qa, 
• fraud, 
• appeals, 
• training, 
• DMAS processes (Medallion, client call center ), 
• HMO, Foster Care Assessments
• SSA, 
• DMAS billing , 
• DMAS client helpline , 
• calendar management (non-ADAPT cases), 
• clerical support,
• local systems management , 
• ADAPT, 
• VAMMIS, 
• TANF,
• FS.

Peripheral Process:
• DCSE, 
• outstation input - apps taken offsite, 
• shared information
• Disability Determination Unit, 
• Emergency Services authorization by 

DMAS for ineligible aliens, 
• Health agencies, 
• other medical resources, 
• emergency medications. 

Redundancies:
• multiple logs - mostly manual, 
• manual evaluation form,
• re-evaluation of covered groups, 
• screening, 
• re-enter of case data into local system 

(dependent on locality) 
• Handwritten forms and documents, 
• photocopy completed forms, 
• Verifications and documents,
• faxing documents and forms, 
• manual calculations , 
• tabulations, and reports. Issues

• separate managed systems for DMAS and 
DSS, 

• manual calculation /evaluation of eligibility for 
non -ADAPT cases and some family related 
ADAPT cases , cultural issues , and language 
barriers . 

Number of 
Client Visits
• minimum 0
• to a maximum of 1-2

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Medicaid Intake 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Independent Information systems requiring duplicate entries 
• Assignment of responsibility for specialized covered groups and/or geographical 

areas within localities cause multiple handoffs, and case transfers 
• Manual calculations and evaluations for non-ADAPT cases are error prone 
• VaMMIS system is not user friendly 
• Manual notices are required for non-ADAPT cases 
• ADAPT notices are often incomplete and require manual additions. 
• Paper applications result in redundant manual processes 
• Policy not aligned with other major programs 
• Refresher and ongoing training is inconsistent and sometimes not available 
• Inadequate clerical and support staff at some local agencies 
• Social security not able to enroll SSI eligible clients 
• HIPP evaluation is not cost effective 
• Lack of communication between worker and client results in many denials for 

lack of needed verifications 
 
2. Existing Outputs 
 

• The card issuance system 
• Manual notices are time consuming 
• Incomplete ADAPT notices 
• Each person has two cards to keep track of 

 
3. Current Information System 
 

• ADAPT does not have all Medicaid case types 
• VaMMIS and ADAPT systems often fail to transfer information to each other 
• Some codes in ADAPT do not match VAMMIS codes 
• Help desk not helpful, accessible, or knowledgeable – the blanket response to 

callers is “call your local agency” 
• Limits on number of replacement cards that can be issued without state 

assistance 
 
4. Current Outcome 
 

• Accuracy 
• Timeliness 
• Increased Workload 
• Increased Operational Costs 
• Multiple programs within Medicaid with differing eligibility requirements - some 

within ADAPT and some outside of automation 



• Coding has a high chance of error which causes evaluation of ineligibility on 
potentially eligible cases 

 
 

VSSS As Is Analysis: - Exercise 5 — Sub-process Name 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Web-Based screening tool 
• Paperless Filing/Case Management Systems being used by some localities 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Reduces the number of negative actions on applications 
• Reduces paper related costs 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• The web-based screening process does not initiate the application process 
• Local costs prohibits the use of automated filing/case mgt systems by localities 

 
 

VSSS As Is Analysis: - Exercise 6 — Sub-process Name: 
Medicaid Intake 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• DMAS and DSS have separate design, procurement, and management 
processes for information systems. 

• No practice system for VAMMIS 
• No supervisor review component before enrollment which results in incorrect 

enrollments and costs money 
• Cutoff is too early in the month but clients have until the last day in the month to 

provide verifications.  Results in closures and re-openings that impact client 
participation. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• DMAS and DSS have separate management and procedures for similar 
processes 

• Security concerns – time out of system only after a few minutes wastes time 
because it requires signing on again. 

 



3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• The idea that evaluation for medical assistance is different from evaluation for 
other assistance programs 

• Political decisions that require Medical Assistance to operate as a separate entity 
• HIPP (cost effectiveness) 
• DSS has to issue Medicaid 
• “One more little process won’t take that much more time, staff, or work” 

 
 

Exercise 7 — Sub-process Name: Medicaid Intake 
 
CYCLE TIME 
45 Days  (Except Disability Deter/MI Pregnant) 
 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Applicants value and need processing speed over processing accuracy 
• Piece meal programs seem to be the way to do things – 17 for child, and more 

than 17 for adults 
 

2. Describe the informal organization required for individuals to be effective in their 
jobs. 

 
• Screening 
• Locally developed forms 
• Specialized caseload assignments 
• Additional Layers 

 
3. Describe the significant variations observed during local visits. 
 

• Walk-In vs. Appointment 
• Paper focus vs. ADAPT focus 
• Handoff of application vs. EW carrying forward the process 
• Differing levels of documentation 
• Local use of specialized automation 
• Variations in assigning responsibility for Intake 
• Separation of family and child from adult categories 

 
 

Exercise 8 — Sub-process Name: Medicaid Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 



 
• Use of calendaring tool shared by reception, screeners, workers, supervisors. 

o Scheduling 
o Appointments 
o Rescheduling 
o Notations 
o Management calendar for daily attendee management 

• Screening for assignment to appropriate intake staff 
• Verification checklist by screener at first contact 
• Single worker start to finish before any handoff 
• Accepting walk-ins best-practice for client 
• Handling phone calls from clients on simple issues without delaying worker 

contact 
• Interactive interview 
• Client presented a packet (folder) with all info resulting from intake along with a 

stamped, pre-addressed envelope for change reporting (informing, copies, etc.) 
• Child day care for interview 
• Screening for all programs one time up front 
• Separation of intake and continuing 
• Separation of family and child categories from adult categories 
• Adequate clerical and support staff 
• Long term care specialty due to complexity and cost of program 
• Co-location of workers at hospitals, health dept., clinics to take applications, 

process to approval or denial, identify other medical resources 
 
 

Exercise 9 — Sub-process Name: Medicaid Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Implement state-wide use of calendaring tool. 
• Eliminate duplication of calendaring tool at state and local levels. 
• Require interactive interviews state-wide for  ADAPT cases.  Eliminate 

duplication of paper. 
• Eliminate manual logs, utilize only logged info from automated system. 
• Standardize communication templates and make available from common source 

state-wide. 
• Create communication log from key fields for ADAPT cases. 
• Implement state-wide directory with state/local staff, resources, hotlines 
• Begin cultural shift by removing physical barrier between worker and client – 

make computer screen viewable by client when a face-to-face interview is 
completed. 

• Get all Medicaid cases into ADAPT 
• Create automated worksheets for all non-ADAPT cases 
• Create reimbursement line item specifically for support staff in local budgets. 



 
2. Existing Outputs 
 

• Consolidate and standardize forms and outputs for all committees by work group 
with charter, milestones, and due dates. 

• Discourage creation of new forms. 
• NOA on any case action or series of case actions – all particulars on one form 

fully automatic. 
• Add an “Other” ADAPT field for users to enter additional notice information  - 

when needed 
• Spreadsheet worksheets with formulas for all non-ADAPT cases 
• Give local departments the capability to produce temporary paper ID cards while 

waiting on initial or replacement cards 
• Templates at a fixed, designated site for all forms 

 
3. Current Information System 
 

• Modify documentation module to eliminate secondary paper documentation 
and/or  contact logs. 

• On-line evaluation form integrated into screening documentation. 
• Repair ADAPT system module that adds programs or people in cases with 

existing programs whether in intake, interview process, or pending – this issue 
may force paper process. 

• Re-prioritize problem logs with emphasis on ROI. 
• Add Foster Care evaluations to the other F&C evaluations on ADAPT 
• Add ABD evaluations to ADAPT 
• Medicaid cutoff later in the month 

 
4. Current Outcome 
 

• Reduce Processing Time 
 
 

Exercise 10 — Sub-process Name: Medicaid Intake 
 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Align Medicaid policy and procedures with policy and procedures for other 
programs 

• Implement an on-line application process 
• Central repository for case permanent verification. 
• Single handling of intake processes across all programs. 
• Maximized automation of verification retrieval to allow for faster elig evaluations 
• Expand the use of offsite intake units 
• Evaluate elimination of 209B status 



• Merge DMAS functions completely into DSS structure or make completely 
separate with similar eligibility procedures 

• Get all Medicaid cases onto ADAPT or create new fully automated system 
 
2. Outputs 
 

• All notices accurately generated (correspondence, forms, and reports also) 
• Looking at and changing the client / worker interaction on statement of facts 
• Accurate calendar of client-required activities 
• 100% referral all services based on conditions and circumstances 
• Only paper generated is client copy. 
• Fully automate links with federal, state and local offices (two-way communication 

of essential information) 
 
3. Outcomes 
 

• Minimized Processing Time 
• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
• Renegotiate contract with DMAS 

 
4. Use of Technology 
 

• Explore the use of voice recognition technology for word processing needs  
• Enhanced technology to enable commuter and home-based staff 
• One method for entering and capturing info one time and applying to all 

conditions across all programs and services. 
• Info one time shared across all programs and services. 
• Use of systems to connect with all sites (with 2-way audio visual communications 
• Single information system for all programs and services 
• Enhanced use of technology for all general services 

 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Medicaid Outreach 

 
Context Diagram 

 
 

Purpose:
• To ensure that eligible clients 

are receiving Medicaid and 
maintaining eligibility

Trigger:
• Determination or 

screening for 
eligibility to 
determine that 
eligible clients are 
not receiving 
Medicaid, or 
referralInputs:

• survey results, 
• income and resource 

screening

Outputs:
• Application
• Community events
• Flyers, buttons, and 

information brochures

Outcome:
• To receive a Medicaid 

eligibility determination 
through an application 
or an increase in 
applicants for Medicaid .

Handoffs:
• 1. individual completing 

screening, 
• 2. outreach worker, 
• 3. local agency

Incoming – Other 
System:
• none Outgoing – Other 

System:
• Local systems

After Work:
• phone calls/inquiries to 

determine if eligibility 
was determined at 
local, 

• may get verifications 
needed for client's 
current application

• Transfer of other 
program applications to 
local worker to process

Cost Drivers:
• postage, 
• worker time related to 

follow-up phone calls 
pertaining to eligibility of 
client, 

• operation and 
maintenance of off-site 
units, 

• increase in negative 
action cases, 

• Paper
• Cost sharing with other 

departments of co-
located staff evaluating 
potential for other 
services

• Coordination between 
agencies

Integral Process:
• program policy, 
• initial screening, 
• local agency evaluation 

of eligibility , 
• hospital financial 

screening

Peripheral Process:
• application completion ,
• verification request
• Assessment for other medical 

services eligibility including health 
department and clinic if not Medicaid 
eligibility

Redundancies:
• duplicate application, 
• duplicate request for 

verifications
• Copy of all notices must 

be sent to outreach 
agency

Issues
• duplication of work,
• clients that are ineligible are often 

encouraged to apply (increase in denial 
rate), 

• completely manual work, 
• numerous follow-up calls, 
• localities that don't use medpend -

causes duplication of apps
• Language and cultural issues
• Immigrant status

Number of Client 
Visits
• minimum 0 to a
• maximum of 2



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Medicaid Outreach 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Individuals conducting outreach do not always know all the Medicaid policy 
• Duplication of work – duplicate application, request of verifications 
• Sharing of information 
• Screening process is not efficient – causes lots of denied applications 
• Multiple phone calls concerning case status 
• Need to know information, requirements for other medical resources 

 
2. Existing Outputs 
 

• Applications not always fully completed or completed correctly 
 
3. Current Information System 
 

• No shared/central database 
• No access to state or local systems 

 
4. Current Outcome 
 

• Applications not received timely to local 
• No way to track outreach applications to determine effectiveness (same localities 

can track) 
 
 

Exercise 5 — Sub-process Name: Medicaid Outreach 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Retention efforts state-wide to reduce case closures and denials that result in re-
application. 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Re-application rates – impact other services in agency and community. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 



 
• N/A 

 
 

Exercise 6 — Sub-process Name: Medicaid Outreach 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Some are not regulated or licensed by DMAS or DSS 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Client advocacy groups are not employed by State 
• Shift to coordinate outreach efforts with community 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Being perceived as infringing on applicant access/rights to apply if DMAS or DSS 
attempts to regulate the advocacy process 

• Opinion that DSS is a barrier to application process 
• Opinion that DSS is only access point for the client application. 

 
 

Exercise 7 — Sub-process Name: Medicaid Outreach 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME 
n/a 
 
ELAPSED WORKLOAD 
n/a 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• No one controls or regulates outreach process 
• DMAS doesn’t want to restrict client opportunities to apply for Medicaid 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Entire process is informal 
• Each advocacy agent creates their own forms and formats for handling 

applications 



• Local department’s willingness to create partnerships and outreach to the 
community service providers with other food banks, non-profit, hospitals, clinics, 
health departments 

 
3. Describe the significant variations observed during local visits. 
 

• Levels of contacts with local agencies 
• Agencies’ location of workers at sites to provide this service 

 
 

Exercise 8 — Sub-process Name: Medicaid Outreach 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Thorough with completion of case related documents 
• Limited phone contact with locals 
• Polite and Professional 
• Agreeing to assist in obtaining verifications for clients 
• Being knowledgeable concerning Medicaid policy and procedures and other 

medical resource policy and procedure 
• DSS offering training to all outreach workers 
• DSS offering forms to all outreach workers 
• Out stations at hospitals, health departments, clinics, etc. 
• Partnerships with outreach sites to educate, reach “missed” population.  Allow for 

easier access for client, and to analyze data to make adjustments in business 
process to better align with community needs. 

 
 

Exercise 9 — Sub-process Name: Medicaid Outreach 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• DMAS administering guidelines for outreach procedure 
• Training – policy, local processes 
• Co-location / outreach by DSS staff 

 
2. Existing Outputs 
 

• Training on how to complete an application / verifications needed. 



 
3. Current Information System 
 

• Access to inquire DSS/DMAS systems 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Medicaid Outreach 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automated support  
• Working relationship between DMAS and advocacy groups 
• Eliminate assigned caseworkers for clients and client services 
• Create a benefit processing system with all client interaction and trained case 

services staff. 
 
2. Outputs 
 

• Extend paperless process –  will allow for application to be interfaced with local 
systems at time of completion 

 
3. Outcomes 
 

• n/a 
 
4. Use of Technology 
 

• Paperless system for entering applications 
 
 
 

 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Perform QM On-Going Monitoring 

 
Context Diagram 

 
Purpose:
• To generate an outcome 

based monitoring report of 
local operations, or just a 
specific area of a program  
(generally considered a mini-
program monitoring activity)

Trigger:
• Based on a pre-determined 

schedule the State will 
initiate a monitoring effort of 
local operations

Inputs:
• Self Assessment
• Monthly report for the locality Outputs:

• Formal written outcome 
monitoring report

Outcome:
• Satisfaction of federal and 

state monitoring 
requirements

Handoffs:
• ????

•
Incoming – Other 
System:  
• QMR •

Outgoing – Other 
System:
• N/A

After Work:
• Local and State review 

of reported data for 
local and state 
decision -making.

Cost Drivers:
• Integration of data for report 

production
• Tertiary manual procedure
• Redundancy of information

Integral Process:
• Program Management
• Division Directors
• Local agency 

management
Peripheral Process:
Auditor of Public Accounts (APA) 
Monitoring Requirements

Redundancies:
• Several like activities 

within QM Issues
• Are there objectives toward 

which monitoring is focused 
that is different than the 
other areas of QM?



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Perform QM On-Going Monitoring 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Manual 
• Staff time intensive 
• Stovepipe by program 
• Not fully implemented across all program areas 

 
2. Existing Outputs 
 

• Paper report 
• Limited or no analysis 

 
3. Current Information System 
 

• Limited by program  
 
4. Current Outcome 
 

• Little follow-up by state; little follow through by local agencies 
 
 

Exercise 5 — Sub-process Name: Perform QM On-Going 
Monitoring 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Not all program areas have standardized monitoring; not fully implemented 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 
 
 



Exercise 6 — Sub-process Name: Perform QM On-Going 
Monitoring 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Organization does not support efforts to highlight and enforce accountability 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Culture – both state and local 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Compliance reviews vs. agency advocacy 
• Culture supports advocacy role, not monitoring role 

 
Exercise 7 — Sub-process Name: Perform QM On-Going 

Monitoring 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Culture does not support investment in ongoing evaluation of programs 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
3. Describe the significant variations observed during local visits. 
 

• Supervisory review of cases varies across localities  
 
 

Exercise 8 — Sub-process Name: Perform QM On-Going 
Monitoring 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 



 
Exercise 9 — Sub-process Name: Perform QM On-Going 

Monitoring 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 9 — Sub-process Name: Perform QM On-Going 
Monitoring 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 
2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Perform 
QM On-Site Review 

 
Context Diagram 

 
Purpose:
• To provide an additional 

level of consulting support to 
a local agency in devising 
strategies for improving 
performance in one or 
several areas.

Trigger:
• Performance issues are not 

resolvable at the local level 
without outside assistance

Inputs:
• Established performance 

indicators
• Benefits
• Family Services
• Child Care
• Employee Survey
• Administration/Finance
• Self-Assessment
• Monthly Reports
• Other program outcome 

reporting
• Identified problem area
• Case readings
• Multi-discipline perspectives

Outputs:
• Report of findings with 

recommendations or mandated 
actions to remove impediments 
to meeting performance goals

Outcome:
• Defined plan of action to 

correct problem area, 
leading to reaching 
performance goal

Handoffs:
• ????

•

Incoming – Other 
System:  
• Statistical information 

from program specific 
systems •

Outgoing – Other 
System:
• N/A

After Work:
• Local and State review 

of reported data for 
local and state 
decision -making.

• Local actions to correct 
problem

• Ongoing monitoring 
and follow-up

Cost Drivers:
• Integration of data for report 

production
• Redundancy of information

Integral Process:
• Statistical Reporting 

from Program-specific 
systems

• Local operations Peripheral Process:
• State and federal monitoring 

requirements 

Redundancies:
• Statistical reporting 

from program specific 
systems

• Self-Assessment
• Monthly Reporting
• On-going monitoring

Issues
• Is the objective of this sub -

process significantly different 
from the continuum of other 
activities?



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Perform QM On-Site Review 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Labor intensive for state staff.  
• Time intensive for both local and state staff. 
• No assigned staff to do reviews statewide – different people are assigned each 

time – lack of consistency in how administered. 
• Limited training of the process 

 
2. Existing Outputs 
 

• Paper report 
• No follow-up 

 
3. Current Information System 
 

• No interfaces between QM performance indicators’ data and QM on-site report. 
 
4. Current Outcome 
 

• Locals may not agree with or may ignore recommendations without fear of 
consequences. 

 
 

Exercise 5 — Sub-process Name:  Perform QM On-Site Review 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known, but this has not been universally implemented statewide. 
2. Existing Issues that will be corrected by the “change in progress”  
 
N/A 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 
 
 



Exercise 6 — Sub-process Name:  Perform QM On-Site Review 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• The state staff who conduct the reviews do not like the potentially adversarial role 
of a “monitor” of local departments. 

• State staff do not have the skills to conduct analysis of program operations 
• State staff lack writing skills for these type of reports. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Culture – Monitoring is seen as a “bad” thing. 
• Culture – recommendations may just be unfunded mandates for locals. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• State-supervised, locally administered. 
• Administrative type of reviews were used as a heavy hand by the state and some 

local boards in the past. 
 
 

Exercise 7 — Sub-process Name:  Perform QM On-Site Review 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
 
ELAPSED WORKLOAD 
  
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• There is a perceived lack of value on the investment of staff time for this process. 
• Crisis management is always after the fact – so there is never any time to be 

proactive. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Perceived authority to make things happen, require recommendations to be 
implemented and corrective actions taken. 

 
3. Describe the significant variations observed during local visits. 
 

• The significant variations are in the skill of state staff who conduct the reviews. 
 
 



Exercise 8 — Sub-process Name:  Perform QM On-Site Review 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 

Exercise 9 — Sub-process Name:  Perform QM On-Site Review 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 
Exercise 10 — Sub-process Name:  Perform QM On-Site Review 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
5. Work Process 
 
6. Outputs 
 
7. Outcomes 
 
8. Use of Technology 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Perform QM On-Line Reporting 

 
Context Diagram 

 
Purpose:
• To make available local 

performance data for 
localities and State viewing

• To provide information that 
allows localities to modify 
improvement plans

Trigger:
• Routine monthly schedule 

for up-dating on-line reports

Inputs:
• Established performance 

indicators
• Benefits
• Family Services
• Child Care
• Employee Survey
• Administration/Finance

Outputs:
• Local Agency performance 

measured by % against the 
established performance 
indicators

Outcome:
• Routinely updated 

Information about errors, 
accuracy and timeliness of 
case action by locality to 
support case corrections and 
local corrective action 
planning Handoffs:

• ????

•

Incoming – Other 
System:  
• Statistical information 

from program specific 
systems •

Outgoing – Other 
System:
• Web-enabled on-line report 

system - QMR

After Work:
• Local and State review 

of reported data for 
local and state 
decision -making.

Cost Drivers:
• Integration of data for report 

production
• Lost opportunity if best 

practices rather than minimum 
standards aren’t the source of 
performance measures

• Redundancy of information

Integral Process:
• Statistical Reporting 

from Program-specific 
systems

•
Peripheral Process:
• Local performance 

measurement efforts
• Federal reporting 

Redundancies:
• Statistical reporting 

from program specific 
systems

Issues
• Do the performance 

measures reported on relate 
to minimum standards as 
benchmarks or industry best 
practices?



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Perform QM On-Line Reporting 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Only one staff designated with responsibility to publish indicators – lack of 
program support  

• Some indicators are better as quarterly indicators; some monthly, but the desire 
is to have them monthly.  

 
2. Existing Outputs 
 

• Not all programs have established indicators 
• We have meshed outputs with outcomes 

 
3. Current Information System 
 

• Limited automation – mostly manual process of combining files  
 
4. Current Outcome 
 

• None – there is little attention paid to these at this time. 
 
 

Exercise 5 — Sub-process Name:  Perform QM On-Line 
Reporting 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Still trying to get pertinent indicators from programmatic areas. 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Lack of real outcomes for some programs, due to lack of automation 
 
 



Exercise 6 — Sub-process Name:  Perform QM On-Line 
Reporting 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Organization – lack of internal and external support   
• Lack of automation to support tracking of outcomes 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Culture of fear from locals that indicators will be used to control budgets 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Base budgets must be honored.   
• Shouldn’t penalize locals for lack of performance, when it’s a staffing issue most 

of the time. 
 
 

Exercise 7 — Sub-process Name:  Perform QM On-Line 
Reporting 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
 
ELAPSED WORKLOAD 
  
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• State supervised, locally administered. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
3. Describe the significant variations observed during local visits. 
 
 
 
 
 
 
 
 



Exercise 8 — Sub-process Name:  Perform QM On-Line 
Reporting 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 

Exercise 9 — Sub-process Name:  Perform QM On-Line 
Reporting 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name:  Perform QM On-Line 
Reporting 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 
2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Perform QM Review Committee Activities 

 
Context Diagram 

 
Purpose:
• To assess the QM system 

for effectiveness

Trigger:
• Review Committee meets 

as prescribed

Inputs:
• Established performance 

indicators
• Benefits
• Family Services
• Child Care
• Employee Survey
• Administration/Finance
• Self-Assessments
• Monthly Reports
• Other program outcome 

reporting
• Outcomes achieved or not

Outputs:
• Recommendations for 

procedures to be used in S-A, 
On-line reporting, on-going 
monitoring, on-site reviews

Outcome:
• Continuously improved 

Quality Management 
Program Handoffs:

• ????

•

Incoming – Other 
System:  
• Specific program 

reporting
• QMR •

Outgoing – Other 
System:
• N/A

After Work:
• Distribution and review/

analysis by 
management of 
Review Comm. 
Recommendations

• Development and 
implementation of new 
procedures for QM

• Dissemination of new 
procedures for QM

Cost Drivers:
• Integration of data for report 

production
• Redundancy of information

Integral Process:
• Statistical Reporting 

from Program-specific 
systems

• Local operations
Peripheral Process:
• State and federal monitoring 

requirements 

Redundancies:
• Formal management 

responsibilitiesIssues
• Is the Committee more 

effective at adjusting the QM 
process than would be 
normally done by assigned 
program managers?



Exercise 4 — Sub-process Name: Perform QM Review 
Committee Activities 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• This Committee has never been established 
 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 5 — Sub-process Name: Perform QM Review 
Committee Activities 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Perform QM Review 
Committee Activities 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
3. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 
4. Barriers to Changing the Process (Regulation/Culture/Organization) 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
 



Exercise 7 — Sub-process Name: Perform QM Review 
Committee Activities 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
3. Describe the significant variations observed during local visits. 
 
 

Exercise 8 — Sub-process Name: Perform QM Review 
Committee Activities 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 

Exercise 9 — Sub-process Name: Perform QM Review 
Committee Activities 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 
 
 
 
 



Exercise 10 — Sub-process Name: Perform QM Review 
Committee Activities 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 
2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Perform QM Self-Assessment 

 
Context Diagram 

 
Purpose:
• To formalize an approach for 

local agencies to look at their 
systems and processes 
internally

Trigger:
• Local receipt of a Self-

Assessment Tool from 
State each two years

Inputs:
• Self Assessment Tool
• Employee Survey 
• Employee Survey results
• Operational Self-Analysis
• Benefit Programs
• Family Services
• Administration/Finance
• Child Care

Outputs:
• Identification of performance 

issues
• Identification of operational 

best practices
• A comprehensive plan for 

meeting performance goals
• Statewide collective of best 

practices in place for posting

Outcome:
• Updated operational 

processes
• Statewide considerations for 

systemic improvement Handoffs:
Assessment
• State training of local supervisory 

staff
• State generation of self-

assessment tool
• Administrative receipt of tool
• Administrative assignment of 

responsibility for conducting the 
self-assessment to multiple 
program/functional personnel

• Clerical support to complete 
findings

Findings
• Local meetings
• Supervisory work groups
• State posting and sharing best 

practices statewide
•

Incoming – Other 
System:  N/A Outgoing – Other 

System:  N/A

After Work:
• 30-45 days after 

receiving the self -
assessment document 
supervisors attend 
meeting

Cost Drivers:
• Labor many people
• Paper
• System support requires 

merging data from multiple 
sources

• Level of redundancy
• Lack of sharing with other 

corrective action tools

Integral Process:
• Data Warehouse
• Multi-system data 

management
•

Peripheral Process:
• Federal monitoring efforts

Redundancies:
• Data exists to provide 

the means for 
measuring on-going 
quality and performance 
management

Issues
•

 
 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Perform QM Self-Assessment 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Redundant in collection of data on caseloads, etc. 
• Manual process 
• Time intensive for local staff  - both in going to training/meetings and collecting 

the data/information for the document 
• Stovepipe process 

 
2. Existing Outputs 
 

• Manual/ paper 
• Questions don’t lend themselves to quantifiable comparisons  

 
3. Current Information System 
 
N/A 
 
4. Current Outcome 
 

• Agency specific, stove-piped view  
• Lack of acceptance of the process or outcome by local departments or state staff 

 
 
Exercise 5 — Sub-process Name:  Perform QM Self-Assessment 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• This process has not been universally implemented, so changes are ongoing. 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Lack of acceptance by state and local staff. 
 
 
 



Exercise 6 — Sub-process Name:  Perform QM Self-Assessment 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Organization - Lack of acceptance by state and local staff. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Neither local nor state organization is structured to evaluate local operations. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• State-supervised, locally administered. 
 
 
Exercise 7 — Sub-process Name:  Perform QM Self-Assessment 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
 
ELAPSED WORKLOAD 
  
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Evaluation of local operations is not a priority.                                                                    
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
3. Describe the significant variations observed during local visits. 
 

• The importance placed on agency and program performance varies greatly. 
 
 
Exercise 8 — Sub-process Name:  Perform QM Self-Assessment 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• none 
 
 



Exercise 9 — Sub-process Name:  Perform QM Self-Assessment 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Streamline and collapse the 3 documents for self-assessment into one. 
• Eliminate the redundancies and items that are already available as automated 

reports on caseloads, etc. (pre-print these items when given to locals) 
• Make it an online document (it may already be?) 

 
2. Existing Outputs 
 

• Revise questions to be more quantifiable. 
 
3. Current Information System 
 

• Not automated 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name:  Perform QM Self-
Assessment 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 
2. Outputs 
 
3. Outcomes 
 

• Ask locals for the analysis/results of the self-assessment. 
 
4. Use of Technology 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Record 
Preservation – Active File Creation 

 
Context Diagram 

 
 

Purpose:
• Provide a depository for all 

information gathered to 
deliver benefits and services 
to a particular recipient and 
protect that client's 
confidentiality

Trigger:
• Application /court 

order for benefits 
or services

Inputs:
• DSS automated and 

manual system 
searches, 

• Case name, 
demographics, type of 
benefit/service applying 
for, household members 
and demographic info on 
each; 

• batch of legacy numbers 
obtained by going 
through UNISYS to 
VACIS (non-ADAPT 
cases), and from ADAPT 
to Local system .

• a legacy number is then 
assigned to the new case 
either by the worker or by 
clerical staff ; 

Outputs:
• Paper case file, system 

assigned case number, log 
of available legacy 
numbers;

• log/index of numbers 
assigned to case and 
services/benefits applied for 
that is not in a DSS system 
(ADAPT or OASIS) , 

• Notification of open or 
closed case already in the 
system through 
identification from MSI as to 
status and household 
members and locality  

Outcome:
• Paper case file 

established on new 
cases unknown to 
system and provided 
to those workers who 
are involved; 

• providing security for 
the information in that 
file 

• Paper case file 
established for “lost” 
case files

Handoffs:
• File room – clerical staff
• Screener (2)
• Intake Worker
• Processor
• Supervisor/Case Worker
• Mail Handler
• Intake Worker
• On-going worker
• VIEW Worker
• Closed File

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• Purging case folder

Cost Drivers:
• Labor; 
• paper and supplies
• scanners

Integral Process:
• Local training (no state 

level training on this ); 
• administrative 

purchasing and office 
management

Peripheral Process:
• None

Redundancies:
• Attaching a legacy 

number to a case 
entered into ADAPT or 
OASIS who assign their 
own system numbers; 

• some localities assign a 
3rd number that is that 
locality 's only

• Opening multiple case 
files for same family

Issues
• Why do we still have legacy numbers?  

Locals are assigning numbers to non-
system cases for local tracking ; 

• All others are assigned numbers in the 
systems they are in.  

• There is no policy on establishing or 
maintaining files ; allows for a wide 
diversity across the state .

• No universal case record order
• Misplaced request for new case file
• MSI Miss-screenings
• Potential for issuance of multiple id’s 

for client when only was received.

Number of Client 
Visits
• None

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Record 
Preservation – Active File Creation 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Filing additional information into paper file is time consuming 
• Each locality sets their files up differently; no standard way – no policy 
• Files within files – compartmentalizing things – because we collect and keep so 

much data 
• Tracking files – as move around agency, can get lost; info then has to be 

duplicated, recollected, etc. 
• Copying information system screens to put in paper file – we must have paper 

 
2. Existing Outputs 
 

• Storage issues – in individual worker offices 
• 2nd and 3rd files – one for each program for which services or benefits have been 

applied – with copies of the same information in each 
• Keeping the information straight and filing consistently within the files 
• No central case number; system process for non-ADAPT cases 
• Variety of systems with different case number formats and assignment 

procedures. 
 
3. Current Information System 
 

• Systems case record is not all inclusive, therefore, necessitating paper files 
 
4. Current Outcome 
 

• Possible multiple paper cases across a number of programs with duplicated 
information and requests for paper files 

 
 
Exercise 5 — Sub-process Name: Record Preservation – Active 

File Creation 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  



 
• None known  

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known 
 
 
Exercise 6 — Sub-process Name: Record Preservation – Active 

File Creation 
 
CONSTRAINTS AND BARRIERS TO CHANGE 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• What policy there is, is scattered throughout individual program policies, 
confidentiality policy 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Stove pipes within the Department allows no one to take ownership of this issue 
• No one knows how we do or why we do it the way we do 
• Some programs are on systems and some are not 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• We have always done it this way 
• We MUST have paper record 
• Pack rats 

 
 
Exercise 7 — Sub-process Name: Record Preservation – Active 

File Creation 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
 
ELAPSED WORKLOAD 
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• No standardized methods 
• Historical, oral data changes with time and the number of times it is passed on 
• Each worker “owns” his own file and each division “owns” its own file 



 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Local training of correct filing within the file – what information goes in what 
section of the file -  

 
3. Describe the significant variations observed during local visits. 
 

• How files are filed – by number or by alphabetically 
• Color coding of files according to programs 

 
 
Exercise 8 — Sub-process Name: Record Preservation – Active 

File Creation 
 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 
Exercise 9 — Sub-process Name: Record Preservation – Active 

File Creation 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Explore case record tracking option in adapt. 
 
2. Existing Outputs 
 

• None 
 
3. Current Information System 
 

• None 
 
4. Current Outcome 
 

• None 
 



 
Exercise 10 — Sub-process Name: Record Preservation – Active 

File Creation 
 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• If we continue with paper files, develop standard procedures and provide training 
(may be on line) to locals.  Include standard case order procedures. 

• All electronic files would not require paper files 
 
2. Outputs 
 

• Eliminate paper files for all programs 
 
3. Outcomes 
 

• Paperless system 
 
4. Use of Technology 
 

• Expanding use to include currently exempt programs and to include all 
information in the file 

 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Record 
Preservation – Active Files Management 

 
Context Diagram 

 

Purpose:
• Tracking and security of file 

contents

Trigger:
• Creation of the file

Inputs:
• Worker keeps case in 

individual office ; 
• data related to the 

case including 
documentation and 
verifications Outputs:

• Updated file data and 
documentation

Outcome:
• Maintaining an organized 

record of transactions for a 
particular case (family) and 
maintaining confidentiality 
and security of that 
information

Handoffs:
• Clerical worker
• Clerical supervisor
• Fraud
• Co-workers on cover
• QA

Incoming – Other 
System:
• none Outgoing – Other 

System:
• none

After Work:
• Creation of a second 

volume when case 
becomes too large for a 
single folder and is too 
early to purge

Cost Drivers:
• Duplication of 

information in paper file 
and information 
systems; 

• storage; 
• labor involved in filing 

documents in file; 
• case files on same 

family for different 
programs

Integral Process:
• Confidentiality training

Peripheral Process:
• None

Redundancies:
• Duplication of 

information in paper file 
and in information 
systems

• Creation of files for 
multiple programs if 
specialized

Issues
• Storage, storage, 

storage. 
• Time spent filing and 

setting up dividers 
within the file to 
organize it

Number of Client 
Visits
• None

 
 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Record 
Preservation –– Active Files Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 

• Additional storage in case worker’s office and in each other worker involved with 
the family; in foster care there is a case file for each child even if in the same 
family 

• Filing of documents within the case file is labor intensive 
• File organization is somewhat predicated by program policy; however, agencies 

vary to some degree 
• Subjective to worker or agency as to where documents are filed within the record 

 
2. Existing Outputs 
 

• 2nd and 3rd files – one for each program for which services or benefits have been 
applied – may have duplicated verifications and information 

• 2nd and 3rd volumes of same file 
 
3. Current Information System 
 

• All system files are incomplete and cannot stand alone according to current 
policy 

 
4. Current Outcome 
 

• Often thick files covering many years of services or benefits; individual records 
are not always purged regularly 

• Local policy may require more retention than is needed 
• Case file may be divided between current info (1 yr or less), old correspondence, 

and archive files all requiring separate storage.  Worker desk and file rooms and  
maintenance by different workers. 

 
 
Exercise 5 — Sub-process Name: Record Preservation –– Active 

Files Management 
 

Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 



2. Existing Issues that will be corrected by the “change in progress”  
 

• None known  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known 
 
 
Exercise 6 — Sub-process Name: Record Preservation –– Active 

Files Management 
 

CONSTRAINTS AND BARRIERS TO CHANGE 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• The need to document everything and have a piece of paper that says you have 
it 

• How records are organized depends upon locality; locating a specific piece of 
information is sometimes difficult (audit) and transfer to new localities 

• Records electronically archived are difficult to read 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Program policy expands on federal regulation and state law; may be requiring 
more “documentation” than is needed 

• Tendency to overcompensate and keep more information than policy requires 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• We have always done it this way 
• We MUST have paper record and keep it forever 
• If it’s not documented, it didn’t happen 

 
 
Exercise 7 — Sub-process Name:  Record Preservation – Active 

Files Management 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
 
ELAPSED WORKLOAD 
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 



 
• No standardized methods; no ownership of responsibility to develop 
• Emphasis on documentation and paper verifications in the file 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• None known 
 
3. Describe the significant variations observed during local visits. 
 

• Each locality has their own internal systems for filing 
• There is no standard procedure statewide 

 
 
Exercise 8 — Sub-process Name: Record Preservation – Active 

Files Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 
Exercise 9 — Sub-process Name: Record Preservation – Active 

Files Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Uniform case record order eliminates reorganizing when transferred to new 
locality. 

• Single web-based case number assignment system for all case types/programs 
 
2. Existing Outputs 
 

• None 
 
3. Current Information System 
 

• None 
 
4. Current Outcome 



 
• None 

 
 
Exercise 10 — Sub-process Name: Record Preservation – Active 

Files Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• If we continue with paper files, develop standard procedures and provide training 
(may be on line) to locals 

• All electronic files would not require paper files 
• Single uniform case number assignment system 
• Reassign case numbers to all cases / all programs – maintain cross-reference 

with old numbers 
 
2. Outputs 
 

• Eliminate paper files for all programs 
 
3. Outcomes 
 

• Paperless system 
• Electronically issued benefits, EBT, Direct Deposit, etc. 

 
4. Use of Technology 
 

• Expanding use to include currently exempt programs and to include all 
information in the file 

• Case management / eligibility system also assigns case numbers for all 
programs 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Record 
Preservation – Closed File Management 

 
Context Diagram 

 
Purpose:
• Maintain data for future 

reference i.e., new 
applications, audits, law 
suits, appeals, state/federal 
reviews, fraud; 

• purge data at appropriate 
times; 

• preserve information in most 
efficient manner possible

Trigger:
• Case closure or 

transfer to another 
agency (retaining 
"Old" info); 

• Active case 
information that is 
not pertinent to 
current actionsInputs:

• Closed file data; 
storage cabinets for 
files; 

• program retention 
policy; 

• local policy /procedure 
on archiving and 
retention

Outputs:
• Tracking records (local system in 

some localities ) in and out of 
storage; 

• filing these records according to 
local system ; 

• rearranging files to accommodate 
new files coming in; 

• tracking data on purge dates per 
file; 

• storage facilities ; 
• in some localities , microfiche 

equipment and tapes themselves; 
• shredded material and disposal

Outcome:
• Files are maintained in 

a secure and 
confidential 
environment until 
needed again or 
purged; 

• data entry into local 
system log (if 
applicable )

Handoffs:
• Worker to Supervisor to Clerk (the 

worker or the clerk may purge as 
needed before filing); 

• there may be several more 
handoffs in larger agencies and 
possibly and separate building for 
closed file repository and 
archives; 

• Purging done clerical worker(s)

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• None

Cost Drivers:
• Storage, storage, storage; 
• filing and rearranging time; 
• labor costs; 
• additional equipment to 

microfiche in some 
agencies

• Shredding charges

Integral Process:
• VIEW
• QA
• Fraud
• Appeals
• Policy
• Training

Peripheral Process:
• Library of Virginia has a 

composite of Retention 
Policy (see attachment) 

Redundancies:
• Potentially several files / 

volumes with same 
case name from 
different programs; 

• duplication of 
information within an 
information system; 

• lost files and duplication 
within the same 
program

Issues
• Cost of storage and 

labor involved; 
• wide variety of purge 

times between 
programs; 

• cost of tracking and 
maintaining log; 

• lack of training

Number of Client 
Visits
• None

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Record 
Preservation –– Closed File Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 

• No standard process for long term storage; each locality has set up on process 
for tracking, filing, purging, and archiving 

• Huge costs in purchasing space, equipment for storage and shredding, 
microfiche equipment in some agencies 

• May require additional staff in larger agencies 
• Retention policy is not consistent across programs exceptions beyond three 

years vary widely in time from 7 years to 75 years to lifetime 
• Very labor intensive to purge files (some while open but purging old data) 

 
2. Existing Outputs 
 

• 2nd and 3rd files – one for each program for which services or benefits have been 
applied – may or may not be filed in the same area, may or may not have same 
retention requirements 

• Retention and purge policy is different for every program making it very complex 
tracking and properly handling closed files 

 
3. Current Information System 
 

• Unknown if ADAPT has a purge feature for case files; OASIS – CPS does have a 
purge feature 

• ADAPT has purge feature and restore for archived data 
 
4. Current Outcome 
 

• Complex policy can cause errors 
• Multiple sites for storage (i.e.,services may be separate from benefits) 

 
 

Exercise 5 — Sub-process Name: Record Preservation –– 
Closed File Management 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  



 
• None known  

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known 
 
 

 
 

Home >>.lib.va.us >> What We Do >> Records Management Services >> General Schedules 
- Local Government >> General Schedule, GS -15 
  
GS-15  
 

COMMONWEALTH OF VIRGINIA 
THE LIBRARY OF VIRGINIA 

RECORDS MANAGEMENT AND IMAGING SERVICES DIVISION 
<P  

RECORDS RETENTION AND DISPOSITION SCHEDULE 
GENERAL SCHEDULE NO. 15  

SCHEDULE TITLE: SOCIAL SERVICES RECORDS  
SCHEDULED AGENCIES: COUNTY AND MUNICIPAL GOVERNMENTS 
SCHEDULED DIVISIONS: SOCIAL SERVICES DEPARTMENTS  

The schedule on the attached page(s) is approved with agreement to follow the records retention 
and disposition conditions listed below: 

APPROVED: C. Preston Huff, CRM, STATE RECORDS ADMINISTRATOR 
EFFECTIVE SCHEDULE DATE: March 4, 2002  

CONDITIONS FOR RECORDS RETENTION AND DISPOSITION 
1. This schedule is continuing authority under the provisions of the Virginia Public Records Act, 
Sections 42.1-76, et. seq. of the Code of Virginia for the retention and disposition of the records 
as stated on the attached page(s).  

2. This schedule supersedes previously approved applicable schedules. 

3. This schedule is used in conjunction with the Certificate of Records Destruction (Form RM-3). 
A signed RM-3 must be approved by the designated records officer and on file in the agency or 
locality before records can be destroyed. After the records are destroyed, the original signed RM-
3 must be sent to Library of Virginia (LVA).  

4. Any records created before the Constitution of 1902 came into effect (January 1, 1904) must 
be offered, in writing, to the LVA before applying these disposition instructions. Offered records 
can be destroyed 60 days after date of the offer if no response is received from the LVA. A copy 
of the offer must be attached to the RM-3 form when it is submitted to the LVA. 

5. All known audits and audit discrepancies regarding the listed records must be settled before 
the records can be destroyed. 

http://www.lva.lib.va.us/../index.htm
http://www.lva.lib.va.us/index.htm
http://www.lva.lib.va.us/whatwedo/index.htm
http://www.lva.lib.va.us/whatwedo/records/index.htm
http://www.lva.lib.va.us/whatwedo/records/sched_local/index.htm
http://www.lva.lib.va.us/whatwedo/records/sched_local/index.htm
http://www.lva.lib.va.us/state/records/vpra.htm
http://leg1.state.va.us/000/src.htm
http://www.lva.lib.va.us/state/records/manuals/00m-ch3.htm


6. All known investigations or court cases involving the listed records must be resolved before the 
records can be destroyed. Knowledge of subpoenas, investigations or litigation that reasonably 
may involve the listed records suspends any disposal or reformatting processes until all issues 
are resolved.  

7. The retentions and dispositions listed on the attached page(s) apply regardless of physical 
format, i.e., paper, microfilm, electronic storage, optical imaging, etc. Unless prohibited by law, 
records may be reformatted at agency or locality discretion. Microfilming must be done in 
accordance with Sections 17VAC15-20-10, et. seq. of the Virginia Administrative Code, 
"Standards for the Microfilming of Public Records for Archival Retention." 

8. Custodians of records must ensure that information in confidential or privacy protected records 
is protected from unauthorized disclosure through the ultimate destruction of the information. 
Normally, destruction of confidential or privacy-protected records will be done by shredding or 
pulping. "Deletion" of confidential or privacy-protected information in computer files or other 
electronic storage media is not acceptable. Electronic records must be "wiped" clean or the 
storage media physically destroyed. 

9. Under the Virginia Public Records Act, (Section 42.1-79) the Library of Virginia is the official 
custodian and trustee of all state agency records transferred to the Archives, Library of Virginia. 
The Library may purge select records in accordance with professional archival practices in order 
to ensure efficient access.  

This schedule is organized in the following format: 
Records Series Title - Records Series Number  

Records Description  
Retention and Disposition Statement  
 
 

Retain and destroy records listed below in accordance with the procedures listed in Chapter K, 
Volume I of the Department of Social Services Administrative Manual.  

Administrative Records  
This series documents the common functions and administration of various types of 
offices; records not otherwise listed on this schedule.  

Refer to General Records Retention and Disposition Schedule No. GS-19, Administrative 
Records for retention guidelines.  

Adoption Records - Agency and Non-Agency Placement - Series No. 101009  
This series documents local social services participation in adoptions or services 
provided during adoptions by agency placement or non-agency placement. Refer to 
sections 63.1-219.53 and 63.1-203 of the Code of Virginia.  

After closure of file, transfer to Office of the Virginia Commissioner of Social Services.  

Adoption Records - Supervision for Outside Agency - Series No. 101010  
This series documents local social services supervision of adoptions for an outside 
agency (normally out-of-state). Refer to section 63.1-55 of the Code of Virginia.  

Send final report to outside agency. Destroy 1 year after notification of receipt of report has been 
received. Destroy in compliance with No. 8 on schedule cover page.  

Adoptive Home, Foster Home and Day Care Provider Records - Series No. 101011  
This series documents placement of children and payment for services to various child 
care providers. Refer to sections 63.1-55 of the Code of Virginia.  

Retain 3 fiscal years after end of last placement or when last active, then destroy in compliance 
with No. 8 on schedule cover page.  

http://leg1.state.va.us/000/reg/TOC17015.HTM#C0020
http://leg1.state.va.us/000/srr.htm
http://leg1.state.va.us/cgi-bin/legp504.exe?000+cod+42.1-79
http://leg1.state.va.us/cgi-bin/legp504.exe?000+cod+63.1-219.53
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Adult Day Care, Adult Home and Nursing Home Reviews - Series No. 101012  
This series documents local social services review of operations of regulated facilities. 
Refer to sections 63.1-172 - 63.1-194.13 of the Code of Virginia.  

Retain 3 years or until completion of next review, whichever is greater; then destroy.  

Board Actions, Schedule of - Series No. 101013  
This series documents the board's recommended actions on each case brought before it.  

Retain 3 years after final action, then destroy in compliance with No. 8 on schedule cover page.  

Case Action Forms - Not Included with Case Records - Series No. 101014  
This series documents actions taken in records to specific cases.  

Retain 3 years after final action, then destroy in compliance with No. 8 on schedule cover page.  

Certificates of Award - Series No. 101015  
Defunct records series.  
This series was formerly used to document payments to clients or providers.  

Destroy accumulation in compliance with No. 8 on schedule cover page.  

Child Protective Service Cases - Unfounded w/o Extension - Series No. 101016  
This series documents receipt and investigation of child abuse complaint with an 
"unfounded" determination; alleged abuser/neglector has not requested an extended 
retention period. Refer to sections 63.1-248.1 - 63.1-248.17 of the Code of Virginia.  

Retain 1 year from date of complaint, then destroy in compliance with No. 8 on schedule cover 
page (Code of Virginia section 63.1-248.5:1).  

Child Protective Service Cases - Unfounded with Extension - Series No. 101017  
This series documents receipt and investigation of child abuse complaint with an 
"unfounded" determination; alleged abuser/neglector has requested an extended 
retention period. Refer to sections 63.1-248.1 - 63.1-248.17 of the Code of Virginia.  

Retain 2 years after subject of the report is notified of unfounded determination, then destroy in 
compliance with No. 8 on schedule cover page (Code of Virginia section 63.1-248.5:1).  

Child Protective Service Cases - Founded, Level 1 - Series No. 101020  
This series documents receipt and investigation of complaint resulting in a Founded-
Level 1 Disposition. Refer to sections 63.1-248.1 - 63.1-248.17 of the Code of Virginia.  

Retain 18 years after date of complaint, then destroy in compliance with No. 8 on schedule cover 
page.  

Child Protective Service Cases - Founded, Level 2 - Series No. 101021  
This series documents receipt and investigation of complaint resulting in a Founded-
Level 2 Disposition. Refer to sections 63.1-248.1 - 63.1-248.17 of the Code of Virginia.  

Retain 7 years after date of complaint, then destroy in compliance with No. 8 on schedule cover 
page.  

Child Protective Service Cases - Founded, Level 3 - Series No. 101022  
This series documents receipt and investigation of complaint resulting in a Founded-
Level 3 Disposition. Refer to sections 63.1-248.1 - 63.1-248.17 of the Code of Virginia.  

Retain 3 years after date of complaint, then destroy in compliance with No. 8 on schedule cover 
page.  

Child Protective Service Cases - Founded with Multiple Complaints - Series No. 101023  
This series documents receipt and investigation of complaint resulting in a Founded 
Disposition and having other founded or reason to suspect complaints. Refer to sections 
63.1-248.1 - 63.1-248.17 of the Code of Virginia.  
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Retain until the last founded or unfounded complaint case on the individual would be eligible for 
destruction if treated as a single complaint. Destroy in compliance with No. 8 on schedule cover 
page.  

Client Index - Series No. 101024  
This series documents current status of a client. Used for ready reference.  

Retain 3 years after last action, then destroy or delete.  

Commodities Distribution Records - Series No. 101025  
This series documents control and distribution of surplus commodities to clients.  

Retain for 3 years after the end of the fiscal year, then destroy in compliance with No. 8 on 
schedule cover page (7CFR250.16).  

Comprehensive Annual Plan - Series No. 101026  
This series documents local board's plan for client services.  

Retain 3 years after superseded, then destroy.  

Daily Record of Interview - Series No. 101027  
Defunct records series.  
This series was formerly used to document case workers interviews with clients.  

Destroy accumulation in compliance with No. 8 on schedule cover page.  

Daily Visitation Log Book - Series No. 101028  
Defunct records series.  
This series was formerly used to chronologically track client visits and case workers 
visited.  

Retain 3 years after last entry, then destroy in compliance with No. 8 on schedule cover page.  

Electronic Records  
Created or stored information held in any electronic format; records not otherwise listed 
on this schedule.  

Refer to General Records Retention and Disposition Schedule No. GS-23, Electronic Records for 
retention guidelines.  

Financial Assistance Case Records - Series No. 101029  
This series documents requests for assistance and the award of financial assistance. 
Refer to sections 63.1-86 - 63.1-133.1 of the Code of Virginia. See also series no 
101008, "Lifetime Eligibility Records."  

Retain 3 years after last contact and update of "Lifetime Eligibility Records," destroy in 
compliance with No. 8 on schedule cover page.  

Fiscal Records  
This series documents the expenditure of funds, accounting for funds, routine purchases 
and other activities of an accounting or financial nature; records not otherwise listed on 
this schedule.  

Refer to General Records Retention and Disposition Schedule No. GS-2, Fiscal Records for 
retention guidelines.  

Food Stamp Accountability and Reporting Records - Series No. 101030  
This series documents the accountability, reporting and issuance of food stamps to 
clients .  

Retain 3 years after submission of annual financial status report, then destroy (7CFR277.12).  

Food Stamp Client Records - Series No. 101031  
This series documents client participation in the food stamp program.  

http://www.lva.lib.va.us/whatwedo/records/sched_local/gs-15.htm#8#8
http://www.lva.lib.va.us/whatwedo/records/sched_local/gs-15.htm#8#8
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http://leg1.state.va.us/cgi-bin/legp504.exe?000+cod+TOC63010000006000000000000%20
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Retain 3 years after first contact, then destroy in compliance with No. 8 on schedule cover page 
(7CFR272.1(f)).  

Foster Care Cases - Not Reunited with Families - Series No. 101032  
This series documents social services supervision and interaction with foster care clients 
that were never reunited with their families. Refer to sections 63.1-195 - 63.1-219 of the 
Code of Virginia.  

Retain permanently.  

Foster Care Cases - Reunited with Families - Series No. 101033  
Documents social services supervision and interaction with foster care clients that were 
reunited with their families. Refer to sections 63.1-195 - 63.1-219 of the Code of Virginia.  

Retain 10 years after the youngest child reaches age of majority, then destroy in compliance with 
No. 8 on schedule cover page.  

Fraud Cases - Series No. 101034  
This series documents social services actions to collect from clients or providers on 
fraudulent claims.  

Retain 75 years after last action, then destroy in compliance with No. 8 on schedule cover page.  

Home Qualification Investigation Records - Series No. 101035  
Defunct records series.  
This series documents the inspection of homes of potential foster care providers, 
adoptive parents and day care providers before placement of children.  

Retain 3 years after inspection, then destroy.  

Lifetime Eligibility Records - Series No. 101008  
This series documents eligibility for federal financial assistance.  

Retain 75 years from first contact, then destroy.  

Medicaid Case Records - Series No. 101036  
This series documents social services actions in determining eligibility for Medicaid. Refer 
to section 63.1-97.1 of the Code of Virginia.  

Retain 3 years after last action, then destroy in compliance with No. 8 on schedule cover page.  

Minutes, Board - Series No. 101037  
This series documents decisions of the local Board of Social Services. Refer to section 
63.1-48 of the Code of Virginia.  

Retain permanently in locality.  

Overpayment Cases - Fraud Involved - Series No. 007017  
This series documents actions taken to collect overpayments for benefits when fraud is 
involved.  

Retain 3 years after claim paid, administratively closed or written off, then destroy in compliance 
with No. 8 on schedule cover page.  

Overpayment Cases - No Fraud - Series No. 007016  
This series documents actions taken to collect overpayments for benefits when no fraud 
is involved.  

Retain 3 years after resolution, then destroy in compliance with No. 8 on schedule cover page.  

Personnel Records  
This series documents the management of staff and administration of benefits to staff; 
records not otherwise listed on this schedule.  
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http://leg1.state.va.us/cgi-bin/legp504.exe?000+cod+TOC63010000010000000000000%20
http://leg1.state.va.us/cgi-bin/legp504.exe?000+cod+TOC63010000010000000000000%20
http://www.lva.lib.va.us/whatwedo/records/sched_local/gs-15.htm#8#8
http://www.lva.lib.va.us/whatwedo/records/sched_local/gs-15.htm#8#8
http://leg1.state.va.us/cgi-bin/legp504.exe?000+cod+63.1-97.1
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Refer to General Records Retention and Disposition Schedule No. GS-3, Personnel Records for 
retention guidelines.  

Service Case Records - Series No. 101038  
This series documents social services interaction with client on any action not listed as a 
separate series on this schedule. Refer to sections 63.1-86 - 63.1-133.1 of the Code of 
Virginia.  

Retain 3 years after last action, then destroy in compliance with No. 8 on schedule cover page.  

Statistical Reports - Series No. 101039  
This series documents compilation and submission of statistical reports required by the 
Virginia Department of Social Services.  

Retain 3 years after submission, then destroy.  
Questions or Comments?  

Contact recman@lva.lib.va.us or telephone 804-692-3600.  
  

 

Home | Site Index | Search Catalogs | Directories | News | Calendar | Contact Us | The 
Virginia Shop  

Last Modified: January 2, 2003  
 
 

Exercise 6 — Sub-process Name: Record Preservation –– 
Closed File Management 

 
CONSTRAINTS AND BARRIERS TO CHANGE 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Administrative funds to pay for storage, labor and equipment 
• The need to document everything and have a piece of paper that says you have 

it 
• What policy there is, is scattered throughout individual program policies 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Program policy expands on federal regulation and state law; may be requiring 
more “documentation” than is needed 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• We have always done it this way 
• We MUST have paper record and keep it forever 
• CYA is critical 
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Exercise 7 — Sub-process Name:  Record Preservation – Closed 
File Management 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
Refer to attachment 
 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• No standardized methods; no ownership of responsibility to develop 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• None known 
 
3. Describe the significant variations observed during local visits. 

 
• Each locality has their own internal systems for filing, for purging, for logging, for 

archiving 
• There is no standard procedure 
 

 
Exercise 8 — Sub-process Name: Record Preservation – Closed 

File Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 
Exercise 9 — Sub-process Name: Record Preservation – Closed 

File Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• None 
 



2. Existing Outputs 
 

• None 
 
3. Current Information System 
 

• None 
 
4. Current Outcome 
 

• None 
 
 

Exercise 10 — Sub-process Name: Record Preservation – 
Closed File Management 

 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• If we continue with paper files, develop standard procedures and provide training 
(may be on line) to locals 

• All electronic files would not require paper files 
 
2. Outputs 
 

• Eliminate paper files for all programs 
• Set a standard for required documentation that must be kept on OLD files; set up 

a scanning system of those files to be stored electronically; set a schedule and a 
final deadline for completion for all agencies (may need to be adapted to the size 
of the agency) OR contract it out statewide 

 
3. Outcomes 
 

• Paperless system 
 
4. Use of Technology 
 

• Expanding use to include currently exempt programs and to include all 
information in the file 

• Systems be programmed to archive and to purge at appropriate times according 
to program 

 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Record 
Preservation – Transfers 

 
Context Diagram 

 

Purpose:
• A timely and secure transfer 

of client data to another 
location to facilitate 
continued benefits/services

Trigger:
• Client/agency 

notification of 
move to another 
locality or different 
field officeInputs:

• Notification of move 
from client or agency; 

• Acceptance of 
Transfer from the 
Receiving Agency ; 

• file cabinets with locks

Outputs:
• Complete Notice of 

Transfer; 
• File (in some agencies after 

old info is purged; 
• in others the entire file 

including old information )
• Printing file for non EZfiler 

agency

Outcome:
• All pertinent data is sent 

to new agency Handoffs:
• Worker to Supervisor to Worker to 

Clerk for batching and into courier 
pouch or USPS; 

• courier system; 
• HO Mail room; 
• Courier system; 
• New agency clerk
• New agency worker
• New agency supervisor
• New agency worker

Incoming – Other 
System:
• None Outgoing – Other 

System:
• None

After Work:
• Placing the paper case 

folder (numbered) into 
closed files for storage

• Pulling file for re-
application

Cost Drivers:
• Courier service; 
• Number of people 

having to handle the 
case; 

• storage of "old" file 
information not 
transferred

• Cost of mail (certified)

Integral Process:
• Program policies on 

transfer; 
• local policy for intra-

agency transfers

Peripheral Process:
• None

Redundancies:
• Duplication of 

information in paper file 
and in information 
systems; 

• transfer policy is located 
in program policy 
(fragmented)

Issues
• Lost case files; 
• time to prepare and 

time to arrive at new 
location causing delay 
in services/benefits to 
client

Number of Client 
Visits
• None

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Record 
Preservation –– Transfers 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• No standard procedure across the state for handling transferred records – some 
purge before sending, some sending only current open case, some sending 
entire file including closed data 

• Transfer notice and acceptance is paper; is there any need for it at all? 
• Time to complete the transfer to another agency is extended by use of courier 

service and hand-offs provide more avenues to lose the file 
• Transfer process not seen as critical by old locality causes processing timeframe 

errors in new locality (ex. FS) 
 
2. Existing Outputs 
 

• 2nd and 3rd files – one for each program for which services or benefits have been 
applied – may or may not be transferred with the requested case; may go at 
different times 

• Poor packaging of cases for transfer 
• Ineligible files from agencies that archive electronically 

 
3. Current Information System 
 

• Systems case record is not all inclusive, therefore, necessitating paper files; 
transfer in ADAPT requires no data entry from sending worker on closed cases; 
OASIS does require action  

• OASIS has more complete record and requires less paper to be transferred; 
sometimes no paper depending upon situation 

 
4. Current Outcome 
 

• Possible multiple paper cases across a number of programs with duplicated 
information and requests for paper files; some go and some don’t 

 
 

Exercise 5 — Sub-process Name: Record Preservation –– 
Transfers 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 



• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None known  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known 
 
 

Exercise 6 — Sub-process Name: Record Preservation –– 
Transfers 

 
CONSTRAINTS AND BARRIERS TO CHANGE 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Locals clinging to local individual processes for perceived self-benefit 
• State reluctance to establish and enforce systems, processes, and standards 
• What policy there is, is scattered throughout individual program policies 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Courier service adds additional cost, time, potential to lose the file 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• We have always done it this way 
• We MUST have paper record 

 
 

Exercise 7 — Sub-process Name:  Record Preservation – 
Transfers 

 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• No standardized methods; no ownership of responsibility to develop 
 



2. Describe the informal organization required for individuals to be effective in their 
jobs. 

 
• Contact transferring worker to new agency worker smoothes the process and 

often provides better outcomes for the client, if they know each other  
 
3. Describe the significant variations observed during local visits. 
 

• Initial contact to receiving may vary – by phone, by paper, sometimes by system 
 
 

Exercise 8 — Sub-process Name: Record Preservation – 
Transfers 

 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Purging files before sent to new locality 
• Purging incoming cases before assignment 
• Sending all volumes of all files 
• Sending file with appropriate case actions completed 

 
 

Exercise 9 — Sub-process Name: Record Preservation – 
Transfers 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• State-wide case record organization and documentation / forming standards 
• State-wide case record organization and documentation training 

2. Existing Outputs 
 

• None 
 
3. Current Information System 
 

• None 
 
4. Current Outcome 



 
• None 

 
 

Exercise 10 — Sub-process Name: Record Preservation – 
Transfers 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• If we continue with paper files, develop standard procedures and provide training 
(may be on line) to locals 

• All electronic files would not require paper files 
• Standard evaluation process – only FIPS code changed when case is transferred 

– case information, documentation, and evaluation is standard 
 
2. Outputs 
 

• Eliminate paper files for all programs 
• Uniform case record order 

 
3. Outcomes 
 

• Paperless system 
 
4. Use of Technology 
 

• Expanding use to include currently exempt programs and to include all 
information in the file 

 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Refugee Case Management 

 
Context Diagram 

 
 

Purpose:
• Maintain the case 

circumstances in a timely 
and accurate manner

• Carry out actions on a 
timely basis

Trigger:
• Intake approval 

with case 
assignment

• Transfer in
Inputs:
• Rules
• Client info
• Client Circumstances

Income
H/H comp
Relationship

• Tickler data
• Native Language
• Resettlement Agency –

coordination of Employment 
services

Outputs:
• NOA
• On-going Payment
• Referals for service
• Data shared with other agencies
• Documentation
• Interim / annual report notification
• Coordinate with Resettlement 

Agency

Outcome:
• Accurate and timely actions 

on a ongoing case that 
results in accurate benefits

Handoffs:
• Case closure for storage
• Supervisory review on 

authorizations for case actions
• On transfer for clerical action
• Handling communication notices
• Handling of verification incoming

Incoming – Other 
System:
• None Outgoing – Other System:

• Local Systems

After Work:
• Receipt after closure
• Identify new worker or 

jurisdiction
• Send to appropriate location
• Purge active files
• Purge closed files
• Filing

Cost Drivers:
• Massive inputs gleaned from many 

sources
• Amount of paper (copies, forms, 

signed documents, system 
printouts)

• Searching for lost files
• Storage (File cabinets, floor space)
• Labor related to the paper file
• Multiple input systems
• Coordination with Resettlement 

Agency/Contractor providing 
services and case management

Integral Process:
• FSET
• FS
• Medicaid
• Adult Services
• QA - Internal
• Fraud
• Training
• Appeals
• Policy
• Reporting
• Accounting

Peripheral Process:
• Housing
• Employer Queries
• Department and 

community services
• Resettlement agency Asst. 

& Employment Services

Redundancies:
• Data Collected and stored by 

other programs
• Documentation copied by 

multiple programs
• Multiple client appointments 

and visits for multiple 
programs

• Managing multiple case 
records on the same person 
(Creating, filing, storing, 
purging)

Issues
• Multiple systems
• Multiple sign-ons -No sharing / 

talking
• Lack of service delivery 

methods and communication 
• Introduction of error proneness
• Language & Cultural Issues
• Case Mgt for Social Services 

through Resettlement Agency

Number of Client 
Visits
• Variable - Client 

initiated visits



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Refugee Case Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Interpretation issues, forms not in other languages, systems not user friendly for 
client or worker. 

• Hand completion, prep, and mailing of NOA by worker. 
• Manual lookup in other system and hand entry of reported data. 
• Manual sharing of data with other services. 
• Cultural issues 
• Manual referrals. 
• Labor associated with paper files: creating, transporting, locating, closing, 

purging. 
• Multiple case files for same individuals creates an escalating factor. 
• Multiple computer systems if client (usually is) Medicaid and FS. 
• Multiple family members on assistance in separate cases(adult siblings) 
• Coordination of services with resettlement agency 

 
2. Existing Outputs 
 

• Paper dependent with entry into local systems for check issuance. 
• Documentation is paper based – manual workload.   
• Case work in paper folder hides workload from other service providers. 
• Multiple non-integrated reports from different systems creates incomplete 

reported picture on individuals and families. 
• Picture presents inaccurate info for decision making on programs and services. 
• Incomplete or dropped referrals. 
• All forms are in English. Provide notices to client in multiple languages. 

 
3. Current Information System 
 

• No information system for refugee assistance…manual process.  If applying for 
TANF/FS could be part of interactive interview with completion of application on 
Statement of Facts.  Local agency automated system for tracking and payment. 

 
4. Current Outcome 
 

• No quality assurance on dollar benefits paid. 
• No or limited training on refugee assistance. 
• No ongoing worker training element other than at the local agency. 
• Caseload due to lack of integration impacts ability to focus on individual cases. 

 
 



VSSS As Is Analysis: - Exercise 5 — Sub-process Name: 
Refugee Case Management 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Refugee Case Management 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Match grant occurs at resettlement level.  Cash benefits beyond this at local 
agency. 

• Short term benefit-maximum benefit 8 months from date of entry. 
• Solutions need to involve the resettlement community. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Committees 
• Politics – state / local relationship 
• Not a statewide concern….population impacts some regions much greater than 

others. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Simple solutions gain favor (e.g. simplifying policy – the magic bullet) 
 
 

Exercise 7 — Sub-process Name: Refugee Case Management 

CYCLE TIME / CULTURAL 

CYCLE TIME  
n/a – case management requires varying times based on local procedures 
ELAPSED WORKLOAD  



n/a 
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Structure of organizational performance – activity/task. 
• Deadline focused. 
• Work performed after the fact. 
• Need for paper driven 
• Language/cultural issues 
• Once a fact, always a fact. 
• Angst over anything new. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Methods of getting policy interpretations that one wants. 
• Worker discussion to problem-solve policy questions. 
• Oral history-type training based on opinion. 
• Program and policy gurus. 

 
3. Describe the significant variations observed during local visits. 
 

• User of automated calendar vs. use of paper calendars. 
• High level of disdain for client vs. high level of respect. 
• Customer vs. hindrance to getting work done. 
• Very high security to no security. 
• Very high morale in poor conditions to very low morale in much better conditions. 
• Requirement for customer accountability agreement. 

 
 

Exercise 8 — Sub-process Name: Refugee Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

1. Inspired leadership from management. 
2. Strong client focus including willingness to do home visits. 
3. Focus on client strength. 
4. All forms computer-formatted and enterable. 
5. Use of calendar tool agency-wide and sharable. 
6. Partnerships with local service providers/Resettlement agencies. 

 
 
 
 



Exercise 9 — Sub-process Name: Refugee Case Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Immediate documentation in electronic format – sharable as allowed by law 
between workers. 

• Shared calendar tool that allows client to choose own time. 
• Moratorium on form development as well as evaluating all paper forms currently 

in use. 
 
2. Existing Outputs 
 
3. Current Information System 
 

• No statewide system – attach to ADAPT at a minimum 
 
4. Current Outcome 
 

• Training for on-going workers. 
• Automated assessment capability for use at point of client contact for needs and 

services. 
 
 

Exercise 10 — Sub-process Name: Refugee Case Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Whole job supported by automated tools. 
• Consider the highest level of co-location of persons serving a family. 
• Electronic case records for family. 
• Quality assurance on the front end – system support for higher risk issues – 

analysis of findings and corrective action on the front end. 
• Cross-analysis of fraud QA fair hearings, policy to support case management. 
• One provider for case management 

 
2. Outputs 
 

• Forms in multiple languages 
• All notices accurately generated and available in multiple languages. 



• Client packet an output of the intake process 
• Automated outputs---applic/notices/requests for info 
• Accurate calendar of client-required activities 
• 100% referral all services based on conditions and circumstances 
• Sharing info with provider as provided by law or client request / authorization. 
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
 
4. Use of Technology 
 

• Policy is viewable in parallel and behind case work screen – can toggle into 
pertinent policy. 

• Real-time management reports – full range, worker, supervisor, management, 
executive, state supervisor. 

• One method for entering and capturing info one time and applying to all 
conditions across all programs and services. 

• Info one time shared across all programs and services. 
• Use of multiple tools integrated to support case management is transparent to 

user. 
• Level of functionality is designed to support the whole job. 
• Training for technology supports not disrupts line-supervisor-management 

relationships. 
• Training is designed to produce optimum levels of performance. 
• The help function is designed for responsiveness in relationship to the level of 

performance expected from the user. 
• English – language screens rather than codes for user interface. 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Refugee Intake 

 
Context Diagram 

 

Purpose:
• To Initiate determination of 

eligibility or cash 
assistance

Trigger:
• Client Application

Inputs:
• Rules
• Client Personal Info
• Client Circumstance
• H/H Comp
• Relationships
• Income
• Immigration Elig 

Resettlement Info
• Sponsor Info
• Native Language
• Face-to-Face Interview
• Resettlement Agency 

assistance – match Grant
• Ineligibility in a Federal 

category for Financial 
Asst. Outputs:

• Notice of Action
• Payment
• Referral 
• Data sharing other 

process or agencies
• Documentation

Outcome:
• Accurate and timely 

approval
• Approval /Denial
• Approval to ongoing 

case  manager
Handoffs:
• Reception
• Screener (2)
• Intake Worker
• Processor
• Interpreter 
• Supervisor/Case Worker
• Mail Handler
• Intake Worker
• On-going worker
• Employment/  Worker
• Closed File

Incoming – Other 
System:
• VEC
• SVES
• APECS
• VACIS
• DMV
• SAVE Outgoing – Other 

System:
Local System

After Work:
• Copying for file
• Stuffing envelopes
• Maintaining multiple 

agency lists
• List and log books
• Noting things of 

importance
• Prep of Transfer Form
• Documentation

Cost Drivers:
• Paper
• Duplicated Processes
• Duplicated Logs and 

lists
• Specialization
• Lost Files
• Hand Offs
• Error Potential
• Facility Storage
• Space for Staff
• Training in Procedure
• Transportation Costs
• Faxing and Phoning
• Specialization
• Client Complaints
• Overtime
• Coordination with 

Resettlement Agency

Integral Process:
• QA - Internal
• Fraud
• Appeals
• Policy
• Training
• Food Stamps
• Medicaid
• Adult Services
• FSET
• TANF
• Reporting

Peripheral Process:
• Services Resettlement 

Agency Including 
Employment Services

• Federal Regs/Policy
• SSI
• Title VI of Civil Rights Act 

of 1965

Redundancies:
• Replication of 

Information
• Handling
• Re-applications
• Reception - Same unit 

of service
• Screening – Same unit 

of service
• Handwriting notice 

information
• Multiple Case reviews
• Searches - system
• Filling in search info
• Evaluation form

Issues
• Timeliness
• Language Barriers 
• Limited benefits: 8 months from 

date of entry
• Lack of experience with policy
• Cultural issues of respect between 

mult. agencies and programs
• Different programs under Refugee 

Assistance (Medicaid, Cash Asst., 
Unaccompanied minors FC, Public/
Private agency contracts, Domestic 
Health Assessment, Target Asst. for 
Hard to Serve, Special Services -
e.g., REAP)

Number of Client 
Visits
Up to 2 visits
• Walk-in
• Appointment (up to 2)
• Verifications
• Terms of Agreements
• Local Check

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Refugee Intake 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Number of people involved and services split between many sources 
• Redundancies 
• Length of Time 
• Accuracy/ quality of information from resettlement agency and sponsor 
• No state wide automation—financial is manual and local system, FS and MED on 

ADAPT.  Dual systems for worker maintenance. 
• Paper process 
• Parallel Programs without Program Alignment 
• Case Management – Closures, Reopening, and Denials  
• Communication/Interpreter services 
• Coordination with resettlement agency 
• Policy development and maintenance in Service division/ Administration and 

delivery of assistance in the Benefits division. 
• Cultural issues 

 
2. Existing Outputs 
 

• Paper check 
• Paper process 
• No automation—local financial systems for benefit issuance 

 
3. Current Information System 
 

• No statewide system, no interaction between local and state systems, local 
system only for the program 

• Documentation capability 
• Evaluation – manual 

 
4. Current Outcome 
 

• Benefit level client 
• Timeliness 

 
 

Exercise 5 — Sub-process Name: Refugee Intake 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 



 
4. Changes to the Sub-process that are currently underway in the Department: 
 

• There are no changes in progress 
 
5. Existing Issues that will be corrected by the “change in progress”  
 
6. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Refugee Intake 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
3. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Organizational structure 
• Current customer service 
• Limits access 
• Department’s ability to handle Non-English speakers 
• Employment Services not in department 

 
4. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack or ownership and accountability for the problem 
• Cultural acceptance of process 
• Mode of reaction  O.K. 
• Image of the foreign born and welfare population 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Confidentiality- definition 
• Political – image 

 
 

Exercise 7 — Sub-process Name: Refugee   Intake 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME ELAPSED WORKLOAD 
1-30 days 3 hours 
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Spill over to rest of community  
• Secondary increase in workload due to inter-agency or internal communication 



• Results in community impression of capability 
• Cost of added coordination 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Screening 
• Shifting process to react to internal pressures 
• Additional layers 
• Relationships within community/Resettlement agencies 

 
3. Describe the significant variations observed during local visits. 
 

• Walk-in vs. appointment vs. mail in 
• Paper focus vs. automated focus 
• Pass off of application vs. eligibility workers carrying forward process 
• Local systems tracking vs. paper tracking  
• Differing levels of documentation 

 
Review worker handling of new applications vs. new worker 
Variations in assigning response for intake 
 
 

Exercise 8 — Sub-process Name: Refugee Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

1. Use of calendaring tool shared by reception, screeners, workers, supervisors. 
• Scheduling 
• Appointments 
• Rescheduling 
• Notations 

2. Screening for disqualifying situation up front – informing client – allowing client 
choice 

3. Verification checklist by screener at first contact 
4. Single worker start to finish before any handoff 
5. Accepting walk-ins best-practice for client 
6. Handling phone calls from clients on simple issues without delaying worker 

contact 
7. Client presented a packet (folder) with all info resulting from intake along with a 

stamped, pre-addressed envelope for change reporting (informing, copies, etc.) 
8. Screening for all programs one time up front 
9. Separation of intake and continuing 
10. Management calendar for daily attendee management 
11. Specialized workers teamed with Resettlement workers to provide 

services/benefits to this population 



 
 

Exercise 9 — Sub-process Name: Refugee Intake 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Implement state-wide use of calendaring tool. 
• Eliminate duplication of calendaring tool at state and local levels. 
• Eliminate duplication of paper/duplication of processes. 
• Install drop boxes state-wide. 
• Standardize communication templates and make available from common source 

state-wide. 
• Forms in other  languages 
• Statewide contracts for interpreter services. 
• Screen for all program specifics one time. 
• Training on use of interpreter services. 
• Diversity training 

 
2. Existing Outputs 
 

• Consolidate and standardize forms and outputs for all committees by work group 
with charter, milestones, and due dates.  Examples: 

o eliminate individual forms  
o eliminate employee – verification 

• Discourage creation of new forms. 
• NOA on any case action or series of case actions – all particulars on one form 
• NOA in other prevalent languages 

 
3. Current Information System 
 

• Templated forms – add to ADAPT at a minimum 
• Add entire program to ADAPT – simple policy 

 
4. Current Outcome 
 
 
Exercise 10 — Sub-process Name: Refugee Intake 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 



1. Work Process 
 

• Policy alignment 
• Eliminate face-to-face 
• Provide diversionary assistance options. 
• On-line application, automated the process. 
• Single handling of intake info across all programs. 
• Integrate of employment policy. 
• Centralize refugee intake statewide 
• Split currently with Resettlement agency and local agency with provision of 

financial assistance – all initial cash assistance (8 months from date of entry) 
provided through Resettlement agency along with case management’s support 
services contract 

 
2. Outputs 
 

• Payment authorization has a different result. 
• Automated notices 
• Client packet an output of the intake process 
• Accurate calendar of client-required activities 
• 100% referral all services based on conditions and circumstances 
• Sharing info with provider as provided by law or client request / authorization. 
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
 
4. Use of Technology 
 

• One method for entering and capturing info one time and applying to all 
conditions across all programs and services. 

• Info one time shared across all programs and services. 
• Statewide automation for Refugee Cash Assistance 

 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Refugee Issuance and Reconciliation 

 
Context Diagram 

 

Purpose:
• Provide cash assistance
• Account for distribution/

receipt of funds

Trigger:
• Approval of Eligibility

Inputs:
• Benefit Calculation
• Signed Affidavit on 

replacement checks Outputs:
• Paper check 
• Reporting / accounting
• Credit Authorization

Outcome:
• Client received benefit 

intended
• Department is accountable for 

accurate and timely 
distribution of benefits

Handoffs:
• Reception – for non-receipt reissue
• Notary – for non-receipt reissue
• Worker
• Supervisor (varies)
• back to worker
• state finance
• local fiscal
• local finance
• Worker

Incoming – Other 
System:
• Routine: none
• Paper authorization 
• To initiate issuance 

through local system

Outgoing – Other 
System:
• LASER
• Treasury

After Work:
• File maintenance
• Fraud referral
• Handling returned checks
• Hand-stamping checks

Cost Drivers:
• Paper
• Mailing paper check
• Labor to support both
• Equipment to support 

both
• Replacement of non-

receipt checks
• Storage of cashed 

checks
• Recon of paper checks
• Do not forward return 

check handling
• Cost to department or 

community for 
replacement services

Integral Process:
• Local Finance
• State Finance
• Local Dept. Fiscal
• Post Office

Peripheral Process:
• Federal Finance

Redundancies:
• Affidavit – signatures on 

each of 3 pages
• Data Collection and 

issuance recon process

Issues
• Outdated
• Error-prone
• Cost exceeds value

Number of Client 
Visits
2 face-to-face visits



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Refugee Issuance and Reconciliation 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Process built around paper 
 
2. Existing Outputs 
 

• Process built around paper 
 
3. Current Information System 
 

• Non-routine outside automated system 
• No statewide automated support 

 
4. Current Outcome 
 

• Requires a higher level of human intervention (labor, etc.) 
 
 

Exercise 5 — Sub-process Name: Refugee Issuance and 
Reconciliation 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Refugee Issuance and 
Reconciliation 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 



1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Perception that cost is too high to move away from paper checks. 
• Affords a level of familiar accountability. 

 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Decision made at a point in time and not re-visited. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
 

Exercise 7 — Sub-process Name: Refugee Issuance and 
Reconciliation 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
 5 days-7days  
 
ELAPSED WORKLOAD  
1.5-2.0 hours 
 
4. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 
5. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
6. Describe the significant variations observed during local visits. 
 
 

Exercise 8 — Sub-process Name: Refugee Issuance and 
Reconciliation 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
 
 
 
 
 
 
 



Exercise 9 — Sub-process Name: Refugee Issuance and 
Reconciliation 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
 
2. Existing Outputs 
 

• Move cash benefits to EBT.   
 
3. Current Information System 
 

• Move cash benefits to EBT.   
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Refugee Issuance and 
Reconciliation 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Statewide process to automate.  
 
2. Outputs 
 
3. Outcomes 
 

• EBT issuance of  benefits 
 
4. Use of Technology 
 

• Statewide automation 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Repatriation Assistance-Intake/Case Management 

 
Context Diagram 

 

Purpose:
• Meet client at port of entry. 

Determine specific needs of 
person.  

• Provide guidance, 
counseling, vocational 
rehabilitation services, 
financial assistance .

Trigger:
• Notification to local 

agency that 
destitute or ill 
citizen returning to 
US with specified 
needs.

Inputs:
• State Department 

International Social 
Services detailed 
instructions and notification 
with eligibility certified , 
client issues and 
demographics identified. 

• Va. Social Services 
notification to local agency . 

• Client information to 
indicate citizenship , 
whether destitute or ill, or 
evacuee and DOE. 

• "Application" copy of loan 
document.

• Policy.

Outputs:
• Temporary Assistance for 

Repatriates pamphlet. 
• Signed repayment 

agreement. 
• Emergency delivery of 

services, cash , check, in-
kind, or vendor payment 
issued as a loan. 

• Referral to and coordination 
of services with final 
destination locality for 
reception and temporary 
assistance . 

• Data sharing with others. 
• Documentation.Outcome:

• Confirmation of need 
and emergency delivery 
of services and /or cash 
assistance for food, 
clothing, shelter, 
transportation, medical, 
or other emergency 
needs. 

• Develop a plan to 
provide appropriate 
care and treatment for 
the mentally ill .  

• Application for other  
programs. 

• Information sharing with 
others.

Handoffs:
• State Department to Va DSS to 

Local Social Services to worker to 
service provider

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• none

After Work:
• Create case file.  
• Entry in local system  

for payment.

Cost Drivers:
• Emergency nature of 

the program.  
• Staff time. 
• Coordination. 
• Paper driven. 
• After hours time and 

travel time.

Integral Process:
• policy, coordination of 

services
• SSI
• TANF
• GR
• Medicaid
• Family Services
• Adult Services

Peripheral Process:
• State Department, 
• Department of International 

Social Services , 
• State Division of Benefits 

Programs, 
• coordination with final destination.

Redundancies:
• Some duplication in the 

"application" and 
reporting forms-client 
information

Issues
• Base of knowledge is 

limited as program is 
not widespread.  

• Paper process.  
• Often potentially 

dangerous situation for 
workers because of 
mental instability of 
client.

Number of Client 
Visits
• should be one



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 
Repatriation Assistance-Intake/Case Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Number of people involved-Feds to State to local agency 
• Redundancies-duplication of information 
• Paper Process  
• Coordination of worker(s) to respond-comes through benefits but normal 

response is by an Adult Service worker. 
• Workers often put in dangerous situations which may require response by more 

than one worker for safety concerns, 
• VA. has been earmarked by International Social Services as a state that provides 

services so clients get rerouted here for services instead of their original planned 
port of entry.  

• Hours that service may be delivered. 
• Responding to emergency situations 
• Most agencies/workers unfamiliar with program and policies-not widespread 
• Potential for services for 90 days requiring ongoing case management. 
• Rotation of service between localities (e.g. flight lands at Dulles International, x 

goes to Loudon for service, next goes to Fairfax for service) 
 
2. Existing Outputs 
 

• Paper check(cash is a possibility for some cases) 
• Paper process 
• No automation—local financial systems for benefit issuance 

 
3. Current Information System 
 

• No automation. 
• Documentation capability 

 
4. Current Outcome 
 

• Detailed instructions do come from the FEDS but at times additional information 
may be needed. 

 
 

Exercise 5 — Sub-process Name: Repatriation Assistance-
Intake/Case Management 

 
Changes to the Sub-process 
 



Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Repatriation Assistance-
Intake/Case Management 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Structure of the program—passed down to local agency 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack of knowledge about the program or process 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
 

Exercise 7 — Sub-process Name: Repatriation Assistance-
Intake/Case Management 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
Within 24 hours.  
  
ELAPSED WORKLOAD 
Varies 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Unfamiliarity with program-training at time of need identification. 
• Secondary increase in workload due to inter-agency or internal communication 

and coordination. 
• Expectation that we assist those returning with emergency services-response 

time is quicker than the norm. 
 



2. Describe the informal organization required for individuals to be effective in their 
jobs. 

 
• Calls to home office for direction, policy is not widely known as this happens 

infrequently so direction may be needed. 
 
3. Describe the significant variations observed during local visits. 

 
• Possible variations in who handles these types of cases 

 
 

Exercise 8 — Sub-process Name: Repatriation Assistance-
Intake/Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• local agency coordinator for assignment of type of worker to respond. 
• Detailed instructions normally come to local agency from the International Social 

Services allowing local agency to prepare for appropriate response. 
• local agency does identify other services that client may apply for(SSI, Medicaid, 

Financial Asst.) 
• Meet client at airport to provide services/assistance. 
• Alternate between localities for response (Fairfax and Loudoun County alternate) 

 
 

Exercise 9 — Sub-process Name: Repatriation Assistance-
Intake/Case Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 
 



Exercise 10 — Sub-process Name: Repatriation Assistance-
Intake/Case Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Move it to the FEDS to respond with service provision. 
• Better training on program and guidelines for other programs that client may be 

eligible for. 
• Automate processing of applications 

 
2. Outputs 
 

• Automate record maintenance for local agency, send necessary information to 
Feds 

 
3. Outcomes 
 
4. Use of Technology 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Repatriation Assistance-Issuance 

 
Context Diagram 

 

Purpose:
• Issue temporary assistance 

for food, clothing, shelter, 
transportation, medical and 
hospital services .

Trigger:
• Approval for 

financial 
assistance/
services

Inputs:
• Repayment agreement, 
• Assistance for US Citizens 

Returned from Foreign 
Countries--Report on 
Referral, 

• Assistance for US Citizens 
Returned from Foreign 
Countries--Expenditure 
Statement and Claim for 
Reimbursement.

• ACR(credit authorization) 
for payment.  

• Data entry of information 
in Harmony.

Outputs:
• payment/cash assistance

Outcome:
• Payment issued. 
• Emergency need met.

Handoffs:
• worker to Repatriate coordinator 

in agency to finance to provider.

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• none

After Work:
• complete file for 

reimbursement from 
FEDS.

Cost Drivers:
• paper driven

Integral Process:
• policy/procedure, 
• local finance, 
• local fiscal

Peripheral Process:
• Federal Finance

Redundancies:
• duplication of 

information into data 
base.

Issues
• Very quick process. 

Quicker than typical 
process to get 
payments issued. Still a 
paper process although 
cash can be given.

Number of Client 
Visits
• none



 
VSSS As Is Analysis: - Exercise 4 — Sub-process Name: 

Repatriation Assistance-Issuance 
 

Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Redundancies in repeated info on forms 
• Paper process 

 
2. Existing Outputs 
 

• Varies from cash to services 
• Paper process 
• No automation—local financial/fiscal systems for benefit issuance 

 
3. Current Information System 
 

• No information system to support. 
 
4. Current Outcome 
 
 

Exercise 5 — Sub-process Name: Repatriation Assistance-
Issuance 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 
 
 
 



Exercise 6 — Sub-process Name: Repatriation Assistance-
Issuance 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Department’s ability to handle variations in the program. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Infrequency of the service 
• Mode of reaction  

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
 

Exercise 7 — Sub-process Name: Repatriation Assistance-
Issuance 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
Immediate to 3 days  
 
ELAPSED WORKLOAD  
Varies depending on service delivered 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Paper process.-forms and the check issuance 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships between coordinators and with finance/fiscal. 
• Don’t have involvement from state fiscal office. 

 
3. Describe the significant variations observed during local visits. 

 
• This was not observed- norm that was observed does not apply. 

 
 
 
 
 



Exercise 8 — Sub-process Name: Repatriation Assistance-
Issuance 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• local agency coordinator involved in getting quicker issue of financial issuance. 
• Cash can be provided to meet identified needs per Fed instructions. 
• Reimbursement to local agency is directly from Feds. 

 
 

Exercise 9 — Sub-process Name: Repatriation Assistance-
Issuance 

 
QUICK FIXES 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Automate the process and the forms for reporting and payment. 
 
2. Existing Outputs 
 

• Automate the forms 
 
3. Current Information System 
 
4. Current Outcome 
 

Exercise 10 — Sub-process Name: Repatriation Assistance-
Issuance 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
5. Work Process 
 

• Automate as much as possible 
 
6. Outputs 
 



7. Outcomes 
 
8. Use of Technology 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: 
Repatriation-Reporting/Accounting/Reimbursement 

 
Context Diagram 

 

Purpose:
• Federal reimbursement of 

local funds.

Trigger:
• Delivery of services or 

financial assistance .
Inputs:
• Repayment 

agreement, 
• Assistance for US 

Citizens Returned 
from Foreign 
Countries--Report on 
Referral, 

• Assistance for US 
Citizens Returned 
from Foreign 
Countries--
Expenditure 
Statement and Claim 
for Reimbursement

Outputs:
• repayment agreement, 

Assistance for US Citizens 
Returned from Foreign 
Countries-Report on 
Referral, 

• Assistance for Us Citizens 
Returned from Foreign 
Countries-Expenditure 
Statement and Claim for 
Reimbursement.

Outcome:
• reimbursement

Handoffs:
• LWA coordinator, 
• VDSS Benefit Division , 
• local agency finance officer , 
• International Social Services , 
• local agency finance

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• none

After Work:
• file to records center. 
• Follow up on 

reimbursement

Cost Drivers:
• paper driven

Integral Process:
• policy/procedure, 
• local finance, 
• local fiscal

Peripheral Process:
• Fed DHHS finance

Redundancies:
• none

Issues
• The original and three 

copies of the form are 
sent to ISS for 
reimbursement.  One 
copy sent to VDSS for 
tracking.

Number of Client 
Visits
none



VSSS As Is Analysis: - Exercise 4 — Sub-process 
Name: Repatriation-Reporting/Accounting/Reimbursement 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Paper process 
• The original plus 3 copies to ISS for reimbursement. 
• One copy of forms to state for tracking. 

 
2. Existing Outputs 
 

• Paper process 
 
3. Current Information System 
 

• No information system to support. 
 
4. Current Outcome 
 
 

Exercise 5 — Sub-process Name: Repatriation-
Reporting/Accounting/Reimbursement 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Repatriation-
Reporting/Accounting/Reimbursement 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 



 
• Fed established procedures for reimbursement-multiple copies. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Fed Regs.need for original signatures 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
 

Exercise 7 — Sub-process Name: Repatriation-
Reporting/Accounting/Reimbursement 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
Not known  
 
ELAPSED WORKLOAD  
Not known 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Outdated payment issuance process and reimbursement process…paper driven. 
• Efficiency-state not involved in reimbursement process. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
3. Describe the significant variations observed during local visits. 
 

• Nothing observed relevant to this process. 
 
 

Exercise 8 — Sub-process Name: Repatriation-
Reporting/Accounting/Reimbursement 

 
BEST PRACTICES 
 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• N/a 
 

 
 
 



Exercise 9 — Sub-process Name: Repatriation-
Reporting/Accounting/Reimbursement 

 
QUICK FIXES 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Automate the process.   
• Eliminate paper being mailed for reimbursement and reporting and make this a 

transaction through an automated system. 
 
2. Existing Outputs 
 

• Automate/template the forms. 
 
3. Current Information System 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Repatriation-
Reporting/Accounting/Reimbursement 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automate 
 
2. Outputs 
 

• Automate 
 
3. Outcomes 
 

• Automate 
 
4. Use of Technology 
 

• Automation 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: SLH 
Case Management 

 
Context Diagram 

 

Purpose:
• To provide responsibility for 

case actions and client 
service during enrollment 
period

Trigger:
• Eligible 

Determination and 
Enrollment

Inputs:
• Enrollment Period, 
• Medicaid Eligibility , 
• Funding Outputs:

• NOA - If SLH ends due to 
Medicaid Approval

• Case action form to close

Outcome:
• Eligible until end of 

Enrollment Period, 
unless closed for 
Medicaid enrollment

Handoffs:
• 1. Local Agency SLH Caseworker or  
• Local Agency Med Caseworker 
• 2. Supervisor                           
• 3. Closed Record Room 

Incoming – Other 
System:
• VaMMIS Medicaid 

Information, 
• VEC,
• DMV,
• APECS,
• SVES
• Local agency 

automated tickler

Outgoing – Other 
System:
• none

After Work:
• Correction of case 

actions when funding 
has been depleted or 
recipients become 
eligible for Medicaid, 

• Notifying clients when 
funding has been 
depleted

Cost Drivers:
• Minimal client contact 

and case management

Integral Process:
• Program policy, 
• program case 

management, 
• fraud, 
• fairhearings, 
• Medicaid, 
• FAMIS, 
• Hospital Financial 

Screening, 
• Funding Availability
• Fiscal process (fiscal 

officer in a local agency 
recieves annual bill for 
local match from state)

Peripheral Process:
• Eligibility for Medicaid

Redundancies:
• 1. Local Agency SLH 

Caseworker        
• 2. Local Agency Med 

Caseworker or 
• Closed Record Room 

Issues
• Enrollment difficulties 

when client becomes 
eligible for Medicaid, 

• Some local agencies 
require duplicate data 
entry on local case mgt 
systems, 

Number of Client 
Visits
• None

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: SLH 
Case Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Assignment of responsibility for specialized covered groups and/or geographical 
areas within localities cause multiple handoffs, and case transfers 

• Manual calculations and evaluations 
• VaMMIS system is not user friendly 
• Manual notices are required 
• No initial, refresher, or ongoing training 
• Inadequate clerical and support staff at some local agencies 
• Policy Manual and Fact Sheets are not on-line 

 
2. Existing Outputs 
 

• Manual notices are time consuming 
 
3. Current Information System 
 

• ADAPT does not have SLH cases 
• VaMMIS is not user friendly 
• Changes in coverage are time consuming  
• Local automated systems do not communicate with each other or with State 

systems. 
 
4. Current Outcome 
 

• Accuracy 
• Paper Intensive 
• Increased Workload 
• Increased Operational Costs 

 
 

Exercise 5 — Sub-process Name: SLH Case Management 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• N/A 
 



3. The “change in progress” cannot be immediately or cannot completely correct the 
issue that has prompted the change due to the following barriers/limitations: 

 
• N/A 

 
 

Exercise 6 — Sub-process Name: SLH Case Management 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Funding 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Separate funding stream 
• Historically long-standing program that should be re-evaluated for how delivered 

and the cost of the delivery. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• The idea that any funding or service provided is optional 
• The idea that people who fall between the cracks of federally funded programs 

should receive limited medical assistance 
 
 

Exercise 7 — Sub-process Name: SLH Case Management 
 
CYCLE TIME  
180 Days  
  
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Resources lacking because SLH is viewed as an additional optional program 
• Recipients feel that medical assistance should be a gov’t responsibility 
• Recipients do not understand how funding could be depleted when they meet 

program requirements. 
• Relatively limited funding, but continues to be a program offering. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Word of mouth training 
• Specialized caseload assignments for new workers 
• Relationships with hospital personnel 

 



3. Describe the significant variations observed during local visits. 
 

• None Observed 
• Funding amounts and fund depletion dates are different for each locality 

 
 

Exercise 8 — Sub-process Name: SLH Case Management 

BEST PRACTICES 

 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Handling phone calls from clients on simple issues without delaying worker 
contact 

• Separation of intake and continuing 
 

Exercise 9 — Sub-process Name: SLH Case Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Implement state-wide use of calendaring tool. 
• Eliminate duplication of calendaring tool at state and local levels. 

 
2. Existing Outputs 
 

• Explore VaMMIS capabilities  for generating automated notices 
 
3. Current Information System 
 

• Add SLH evaluations to ADAPT (Simple Program Rules) 
 
4. Current Outcome 
 

• Reduce Processing Time 
 
 

Exercise 10 — Sub-process Name: SLH Case Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 



 
• Align SLH policy and procedures with policy and procedures for other programs 
• Implement an on-line re-application process 
• Eliminate assigned caseworkers to clients and client services 
• Create a benefit processing system with all client interactions with training 

customer services personnel 
• Identify whether customer services personnel must be located within a bricks and 

mortar facility for this program 
 

2. Outputs 
 

• All notices automated  
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Minimized Processing Time 
• Give client more control over information. 

 
4. Use of Technology 
 

• Explore the use of voice recognition technology for word processing needs 
• Enhanced technology should fully automate the SLH case management 

processes 
• Info one time shared across all programs and services. 

 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: SLH 
Intake 

 
Context Diagram 

 
 

Purpose:
• To provide limited medical 

assistance to clients that do 
not qualify for Medicaid

Trigger:
• Client ApplicationInputs:

• Hospital/Medical 
Service, 

• client circumstances , 
• HH Income and 

Resources, 
• Medical Bills , 
• Policy and Procedure 

Rules 
Outputs:
• NOA
• Case action forms
• Evaluation
• Documentation

Outcome:
• Eligible and enrolled 

(Fixed Period) or  
Denied

Handoffs:
• 1. Local Agency SLH Caseworker
• 2. Supervisor
• 3. Local Agency Med Caseworker
• or Closed Record Room 

Incoming – Other 
System:
• VaMMIS Medicaid 

Information, 
• VEC,
• DMV,
• APECS,
• SVES

Outgoing – Other 
System:
• VaMMIS (Medicaid)
• Medpend
• Local system for 

tracking (evaluation –
Lotus programs)

After Work:
• Correction of case 

actions when funding 
has been depleted or 
recipients become 
eligible for Medicaid, 

• Notifying clients when 
funding has been 
depleted

Cost Drivers:
• Paper Intensive, 
• Postage and Mail, 
• Funding is not Federally 

matched or reimbursed

Integral Process:
• Program policy, 
• program case 

management, 
• fraud, 
• fairhearings, 
• Medicaid, 
• FAMIS, 
• Hospital Financial 

Screening, 
• Funding Availability
• Fiscal process

Peripheral Process:
• none

Redundancies:
• Reapplication required 

for recipients after 180 
days, 

• Duplication for Medicaid 
enrollment at a later 
date

Issues
• Enrollment difficulties 

when client becomes 
eligible for Medicaid, 

• Some local agencies 
require duplicate data 
entry on local case mgt 
systems, 

• Funding inadequate to 
meet demand

Number of Client 
Visits
• Minimum 0 -to- 1 (not 

required)

 
 
 
 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: SLH 
Intake 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Independent Information systems requiring duplicate entries for some localities 
• Assignment of responsibility for specialized covered groups and/or geographical 

areas within localities cause multiple handoffs, and case transfers 
• Manual calculations and evaluations are required in some localities 
• Manual notices are required for some localities 
• Paper applications result in redundant manual processes 
• Policy not aligned with other major programs 
• No initial, refresher, or ongoing training 
• Inadequate clerical and support staff at some local agencies 
• Policy Manual and Fact Sheets are not on-line 
• Inadequate funding to meet demand – when funding is exhausted, the procedure 

varies from locality to locality 
2. Existing Outputs 
 

• Manual notices are time consuming 
 
3. Current Information System 
 

• ADAPT does not have SLH cases 
• VaMMIS is not user friendly 
• Local agencies develop local automated systems for tracking – do not 

communicate with other automate systems 
 
4. Current Outcome 
 

• Accuracy 
• Timeliness 
• Increased Workload 
• Increased Operational Costs 
• Is value of the service higher than cost of administering? 

 
 

Exercise 5 — Sub-process Name: SLH Intake 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”  
 



• N/A 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• N/A 
 
 

Exercise 6 — Sub-process Name: SLH Intake 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Funding 
• Coverage only for hospital bill.  Does not cover needed medications. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Separate funding stream 
• Historically, long-standing program.  Does administration cost outweigh the value 

of the service? 
• Perception that programs, once instituted, should never be eliminated. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• The idea that any funding or service provided is optional 
• The idea that people who fall between the cracks of federally funded programs 

should receive limited medical assistance 
 
 

Exercise 7 — Sub-process Name: SLH Intake 
 
CYCLE TIME  
30 Days  
  
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Resources lacking because SLH is viewed as an additional optional program 
• Many applicants with medical needs feel that medical assistance should be a 

gov’t responsibility 
• Big spending programs receive resources for processes.  This program is not a 

big spender. 
• This is another version of stove-piping along funding lines, rather than 

functionally integrating like activities and tasks and using available technology 
support. 

 



 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Word of mouth training:  Oral history 
• Specialized caseload assignments for new workers 
• Relationship with hospital personnel 
• Relationship with private companies who advocate for clients in making 

application. 
 
3. Describe the significant variations observed during local visits. 
 

• Walk-In vs. Appointment 
• Handoff of application vs. EW carrying forward the process 
• Differing levels of documentation 
• Variations in assigning responsibility for Intake 

 
 

Exercise 8 — Sub-process Name: SLH Intake 

BEST PRACTICES 

 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of calendaring tool shared by reception, screeners, workers, supervisors. 
o Scheduling 
o Appointments 
o Rescheduling 
o Notations 
o Management calendar for daily attendee management 

• Screening for assignment to appropriate intake staff 
• Verification checklist by screener at first contact 
• Single worker start to finish before any handoff 
• Accepting walk-ins best-practice for client 
• Handling phone calls from clients on simple issues without delaying worker 

contact 
• Screening for all programs one time up front 
• Separation of intake and continuing 
• Co-location of staff at hospitals 
• Specialized programs housed in one unit; i.e., SLH, Aux. Grants, Nursing Homes, 

etc. 
 

 
 
 



Exercise 9 — Sub-process Name: SLH Intake 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Implement state-wide use of calendaring tool. 
• Eliminate duplication of calendaring tool at state and local levels. 
• Location of staff at hospitals to take applications and process 

 
2. Existing Outputs 
 

• Explore VaMMIS capabilities  for generating automated notices 
 
3. Current Information System 
 

• Add SLH evaluations to ADAPT (Simple Program Rules) 
4. Current Outcome 
 

• Reduce Processing Time 
 
 

Exercise 10 — Sub-process Name: SLH Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Evaluate whether DSS is the proper intermediary for this program 
• Local allocations be granted/given to their primary hospitals to be used at their 

discretion for indigent patients. 
• If it stays in DSS, eliminate labor and paper-based methodologies for 

administering 
• Align SLH policy and procedures with policy and procedures for other programs 
• Implement an on-line application process 
• Maximized automation of verification retrieval to allow for faster elig evaluations 
• Expand the use of offsite intake units 
• Eliminate assigned caseworkers to clients and client services 
• Create a benefit processing system with all client interaction with trained 

customer service staff 
 
2. Outputs 
 

• All notices automated  
• Only paper generated is client copy. 
• Accurate calendar of client-required activities 



• 100% referral all services based on conditions and circumstances 
 
3. Outcomes 
 

• Minimized Processing Time 
• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
 
4. Use of Technology 
 

• Explore the use of voice recognition technology for word processing needs 
• Enhanced technology to enable commuter and home-based staff 
• One method for entering and capturing info one time and applying to all 

conditions across all programs and services. 
• Info one time shared across all programs and services. 

 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: SLH 
Outreach 

 
Context Diagram 

 
 

Purpose:
• To help eligible patients 

receive medical assistance 
to help pay for Hospital bills

Trigger:
• Medical Expense, 
• Patient Referral

Inputs:
• Local agency program 

information, 
• Local agency 

procedures Outputs:
• Completed Application 

Forms and Initial informal 
written request for 
verification

Outcome:
• Completed Application 

and Initial informal 
request for verification

Handoffs:
• 1. Outreach staff 
• Case opening / clerical
• 2. Local Agency Intake

Incoming – Other 
System:
• Hospital Information 

Systems
Outgoing – Other 
System:
• none

After Work:
• Follow up phone calls to 

local agency regarding 
case status, 

• Follow up with clients to 
obtain verification

Cost Drivers:
• Cost of handling 

duplicate applications , 

Integral Process:
• Hospital Financial 

screening, 
• Program policy
• Medicaid eligibility

Peripheral Process:
• Local agency evaluation of 

eligibility , 

Redundancies:
• Duplicate applications, 
• Duplicate gathering of 

information
• Copy of all notices sent 

to client must be sent to 
outreach agency

Issues
• No access to state information 

systems, 
• Private companies receive a fee 

for all approved applications

Number of Client 
Visits
• 1

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: SLH 
Outreach 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Individuals conducting outreach do not always know all the SLH policy and don’t 
know to request needed verifications 

• Duplication of work – duplicate application, request of verifications 
• Sharing of information 
• Screening process is not efficient – causes lots of denied applications 
• Multiple phone calls concerning case status 

 
2. Existing Outputs 
 

• Applications not always fully completed or completed correctly 
 
3. Current Information System 
 

• No shared/central database 
• No access to state or local systems 

 
4. Current Outcome 
 

• Applications not received timely or fully completed to local agencies 
 
 

Exercise 5 — Sub-process Name: SLH Outreach 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• N/A 
 



 
Exercise 6 — Sub-process Name: SLH Outreach 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
3. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Some are not regulated or licensed by DMAS or DSS 
 
4. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Client advocacy groups are not employed by State 
• Private companies and attorneys receive a fee from hospitals for getting 

applications approved. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Being perceived as infringing on applicant access/rights to apply if DMAS or DSS 
attempts to regulate the advocacy process 

 
 

Exercise 7 — Sub-process Name: SLH Outreach 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
n/a 
 
ELAPSED WORKLOAD 
n/a  
 
4. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• No one controls or regulates outreach process 
• DMAS doesn’t want to restrict client opportunities to apply for SLH 

 
5. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Entire process is informal 
• Each advocacy agent creates their own forms and formats for handling 

applications 
 
6. Describe the significant variations observed during local visits. 
 

• Levels of contacts with local agencies 
 



 
Exercise 8 — Sub-process Name: SLH Outreach 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Thorough with completion of case related documents 
• Limited phone contact with locals 
• Polite and Professional 
• Agreeing to assist in obtaining verifications for clients 
• Being knowledgeable concerning SLH policy and procedures  
• Private companies complete policy training (as well as other training) through 

DSS sources 
• DSS forms are available for private companies. 
• Another form of outreach 
• Co-location of staff at local hospitals 

 
 

Exercise 9 — Sub-process Name: SLH Outreach 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• DMAS administering guidelines for outreach procedure 
• Training – policy, local processes 

 
2. Existing Outputs 
 

• Training on how to complete an application 
 
3. Current Information System 
 

• Access to inquire DSS/DMAS systems 
 
4. Current Outcome 
 
 
 
 
 
 



Exercise 10 — Sub-process Name: SLH Outreach 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automated support  
• Working relationship between DMAS and advocacy groups 
• Use of a common information collection tool for entry of information by external 

entities—feeds DSS or DMAS information needs to manage the case. 
 
2. Outputs 
 

• Extend paperless process –  will allow for application to be interfaced with local 
systems at time of completion 

 
3. Outcomes 
 

• Shift the culture away from the client being left on their own—increase the 
partnership between external suppliers and DSS 

 
4. Use of Technology 
 

• Paperless system for entering applications 
 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: State 
Medical Services Intake 

 
Context Diagram 

 

Purpose:
• To initiate determination of 

eligibility for FAMIS

Trigger:
• client application, 

or referral 
Inputs:
• policy, 
• client circumstances , 
• household 

composition, 
• income limits , 
• demographic 

information, 
• insurance information 

(TPL)

Outputs:
• FAMIS card, 
• notice of action, 
• request for needed verifs, 
• documentation, 
• copy of case documents to 

CPU

Outcome:
• Denial to Medicaid, 
• Approval for FAMIS 

coverage Handoffs:
• Supervisor
• Worker
• Support person 
• Pouch 
• Central office 
• CPU

Incoming – Other 
System:
• ADAPT,
• VEC, 
• SVES,
• APECS, 
• Medpend

Outgoing – Other 
System:
• VaMMIS

After Work:
• Notice of Action, 
• adjustment of NOA for 

ADAPT, 
• making copies of case 

record for CPU, 
• manual transfer out 

form, 
• stuffing envelopes, 
• transfer to ongoing case 

worker, 
• transfer to CPU in 

ADAPT/VaMMIS

Cost Drivers:
• paper, 
• pouch system for case 

record transfer to CPU, 
• lost cases
• Repeated intake of 

cases sent back from 
CPU

Integral Process:
• Local agency 

evaluation, 
• program policy, 
• Training
• Medicaid

Peripheral Process:
• Hearings
• DCSE

Redundancies:
• copies of case record, 
• manual evaluation of 

eligibility 
• Opening new case and 

number for transfer to 
CPU if some children 
are Medicaid eligible

Issues
• separate managed 

systems for DMAS and 
DSS, 

• manual calculation/
evaluation of eligibility , 

• inability to print from 
ADAPT for offsite 
workers 

• Language / cultural 
issues

Number of Client 
Visits
• minimum 0 to a 

maximum of 1

 
 

 
 
 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: State 
Medical Services Intake 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Local agencies and CPU share VaMMIS but have different case record 
processes (CPU – Electronic; Local Agencies – mostly Paper Files) 

• While the FAMIS CPU is assigned responsibility for “FAMIS Only” applications 
and case management, local agencies are also assigned FAMIS case 
management when any HH member is active in another program.  This causes 
constant transfer and handoff of cases between CPU and local agencies, and the 
constant reactivating and closing of paper and electronic files as children move 
from FAMIS to Medicaid eligibility. 

• The “No Wrong Door” FAMIS application policy causes local agencies to receive 
FAMIS eligible only applications. 

• No state policy and system training provided.  Local agencies develop and 
provide  training 

• Local agencies are required to complete a significant amount of work on cases 
assigned to the CPU. 

• Documents and Verifications are not retained during CPU Intake process, 
requires the request for the same items again when it is transferred to a Local 
Agency 

 
2. Existing Outputs 
 

• The card issuance/reissuance system – Inconsistent error codes used by 
VaMMIS and ADAPT, Phone call required by local agency to DMAS to exceed 
mail limit with no question about reasons or causes,  

 
3. Current Information System 
 

• MSU and ADAPT systems often fail to transfer information to each other 
• The CPU electronic file system does not interface with Local Agency systems 
• Difficult to make coverage changes in VaMMIS. 

 
4. Current Outcome 
 

• Accuracy 
• Timeliness 
• Increased Workload 
• Increased Operational Costs 
• Constant transfer of cases 

 
 
Exercise 5 — Sub-process Name: State Medical Services Intake 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 



 
• Paperless Filing/Case Management Systems being used by some localities 
• Independent acquisition of different electronic case management systems by 

local agencies 
• Inevitable changes to the FAMIS/Medicaid processes from state legislators and 

administration 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Reduces paper related costs 
• Reduces paper related inefficiencies 
• Increase participation among potential eligible citizens 
• Reduction in time and effort with managing cases 
• State priorities and objectives 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Local costs prohibits the use of automated filing/case mgt systems by localities 
• Local costs with the purchase and maintenance of electronic case management 

systems 
• Local hesitation to purchase systems that they believe should be provided by the 

state or will soon be replaced by state automation iniatives. 
 
 
Exercise 6 — Sub-process Name: State Medical Services Intake 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Separate DMAS and DSS management structures 
• Separate DMAS and DSS planning, design, procurement, and management of 

information systems 
• Constant changes in state executive branch (single, four-year terms) and 

administration (appointed DSS Commissioners, DMAS Director) 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• DMAS and DSS have separate management and procedures for similar 
processes 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• The idea that applicants are hesitant to interact (even though primarily by mail 
and phone) with local agencies, to receive FAMIS  

• The idea of Applicant/Recipient stigma – interacting with local “welfare” agencies 
• The idea of having “no wrong door” for FAMIS applicants 
• The idea that administration and delivery of medical assistance should be 

separate and different from the administration and delivery of other assistance 
programs 

 



 
Exercise 7 — Sub-process Name: State Medical Services Intake 

 
CYCLE TIME  
 
ELAPSED WORKLOAD 
  

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Applicants value and need processing speed over processing accuracy 
• Paperwork, redundant processes, and review information gathering requirements 
• Lack of state training for policy and systems 
• Lack of adequate clerical staff at some local agencies 
• Instituting new programs without projecting accurately the cost of administering 

manual processes at local levels. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Specialized caseload assignments 
• Additional Layers 
• Development and conducting of training by locally hired training staff 
• Development and conducting of training by local supervisors 
• Policy and procedure “Gurus” provide policy interpretations 
• Temporary and  volunteer clerical staff  

 
3. Describe the significant variations observed during local visits. 

 
• Walk-In vs. Appointment 
• Paper focus vs. ADAPT focus 
• Handoff of application or active case vs. EW carrying forward the process 
• Differing levels of documentation 
• Local use of specialized automation and software 
• Variations in assigning responsibility for Intake 

 
 
Exercise 8 — Sub-process Name: State Medical Services Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of calendaring tool shared by reception, screeners, workers, supervisors. 
o Scheduling 
o Appointments 
o Rescheduling 
o Notations 
o Management calendar for daily attendee management 



 
• Screening for assignment to appropriate intake staff 
• Verification checklist by screener at first contact 
• Single worker start to finish before any handoff 
• Accepting walk-ins best-practice for client 
• Handling phone calls from clients on simple issues without delaying worker 

contact 
• Interactive interview (FAMIS now on ADAPT) 
• Client presented a packet (folder) with all info resulting from intake along with a 

stamped, pre-addressed envelope for change reporting (informing, copies, etc.) 
• Having child care available during the interview 
•  Screening for all programs one time up front 
•  Separation of intake and continuing 
•  Separation of F&C Medicaid/FAMIS and ABD Medicaid responsibilities 

 
 
Exercise 9 — Sub-process Name: State Medical Services Intake 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Implement state-wide use of calendaring tool. 
• Eliminate duplication of calendaring tool at state and local levels. 
• Require interactive interviews state-wide for  ADAPT cases.  Eliminate 

duplication of paper. 
• Eliminate manual logs, utilize only logged info from automated system. 
• Standardize communication templates and make available from common source 

state-wide. 
• Create communication log from key fields for ADAPT cases. 
• Implement state-wide directory with state/local staff, resources, hotlines 
• Begin cultural shift by removing physical barrier between worker and client – 

make computer screen viewable by client. 
• Remove barriers between Local Agencies and CPU which hinder communication 

and cooperation (Different Systems, Organizational Structure, and Processes) 
• Consolidate the structure, processes, and systems of DMAS and DSS 

 
2. Existing Outputs 
   

• Consolidate and standardize forms and outputs for all committees by work group 
with charter, milestones, and due dates. 

• Discourage creation of new forms at the local level 
• Consolidate and standardize client notices and communications for CPU and 

LWA 
 
3. Current Information System 
 

• Modify documentation module to eliminate secondary paper documentation 
and/or contact logs. 



• On-line evaluation form integrated into screening documentation. 
• Repair ADAPT system module that adds programs or people in cases with 

existing programs whether in intake, interview process, or pending – this issue 
may force paper process. 

• Re-prioritize problem logs with emphasis on ROI. 
• Need a common tracking method/system for cases sent to and received from 

CPU 
• Add a tracking feature which accounts for and tracks all FAMIS cases in the 

Local Agencies 
 
4. Current Outcome 
 

• Reduce Processing Time 
• Reduce Handoffs 

 
 
Exercise 10 — Sub-process Name: State Medical Services Intake 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Align Medicaid policy and procedures with policy and procedures for other 
programs 

• Implement an on-line application process 
• Central repository for case permanent verification. 
• Single handling of intake processes across all programs. 
• Maximized automation of verification retrieval to allow for faster elig evaluations 
• Expand the use of offsite intake units 
• Remove barriers between Local Agencies and CPU which hinder communication 

and cooperation (Different Systems, Organizational Structure, and Processes) 
• Consolidate the structure, processes, and systems of DMAS and DSS (Local 

Agencies and CPU) 
• Merge DMAS medical assistance functions into DSS assistance structure or 

make it completely separate. 
• User interactive interviewing—eliminate paper-based application 

 
2. Outputs 
 

• Looking at and changing the client / worker interaction on statement of facts 
• Accurate calendar of client-required activities 
• 100% referral all services based on conditions and circumstances 
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Minimized Processing Time 
• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 



 
4. Use of Technology 
 

• Explore the use of voice recognition technology for word processing needs 
• Enhanced technology to enable commuter and home-based staff – encourage 

telecommuting 
• One method for entering and capturing info one time and applying to all 

conditions across all programs and services, including the FAMIS case 
management system 

• Info one time shared across all programs and services, including the FAMIS case 
management system 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: State 
Medical Services Outreach 

 
Context Diagram 

 
 

Purpose:
• To ensure that children are 

receiving FAMIS insurance 
coverage if eligible 

Trigger:
• Income/HH 

composition screening 
of potentially eligible 
children that are not 
active to any state-
funded insurance 
program, or a referral

Inputs:
• survey results, income 

screening, 
• TPL information

Outputs:
• Application
• Cove – the uninsured week 

activities
• Community events
• Flyers, buttons, PSAs
• Referrals

Outcome:
• To receive an eligibility 

determination for 
FAMIS through an 
application 

Handoffs:
• 1. individual completing 

screening, 
• 2. outreach worker, 
• 3. Local agency 
• 4. CPU

Incoming – Other 
System:
• Hospital data base Outgoing – Other 

System:
• none

After Work:
• phone calls/inquiries to 

determine if eligibility 
was determined, may 
get verifications needed 
for client's current 
application

Cost Drivers:
• postage, 
• worker time related to 

follow-up phone calls 
pertaining to eligibility of 
client, 

• operation and 
maintenance of off-site 
units, increase in 
negative action cases,

• Paper
• Staff time to do 

presentation in 
community and to 
coordinate effort.

Integral Process:
• program policy, 
• initial screening, 
• local agency evaluation 

of eligibility , 
• hospital financial 

screening
• Medicaid

Peripheral Process:
• application completion , 
• verification request

Redundancies:
• duplicate application, 

duplicate request for 
verifications

• Copy of all notices sent 
to client must be sent to 
outreach agency

Issues
• duplication of work, 
• clients that are ineligible are 

often encouraged to apply 
(increase in denial rate), 

• completely manual work, 
• numerous follow-up calls
• Language / cultural issues

Number of Client 
Visits
• minimum 0 to 1

 
 

 
 
 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: State 
Medical Services Outreach 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 

 
• Paperwork, redundancies, and review information requirements deter working 

clients from applying and completing review process 
• Current outreach processes are paper based. No connection to state or local 

information systems. 
• Repeated phone calls from applicant advocates regarding case status hinder the 

processing of cases 
• There are no state licensing, regulations, or guidelines for privately run applicant 

advocacy groups 
• T 

 
2. Existing Outputs 
 

• Completed Application (Sometimes information is missing) 
• Unofficial written request for verification for applicant 

 
3. Current Information System 
 

• Outreach groups may have internal information systems, but they do not tie into 
state or local information systems  

• There is no shared database to record applications taken by independent 
outreach groups across the state 

• ADAPT screening, registration, and inquiry capabilities not provided to outreach 
groups 

• VaMMIS inquiries and reports are not available to outreach groups 
• CPU information system screening, registration, and inquiry capabilities are not 

provided to outreach groups 
 
4. Current Outcome 
 

• Duplicate applications and client contacts 
• Paper applications with client information that needs to be manually transferred 

to a variety of state and local systems 
• Time consuming manual/paper based processes 
• Error prone manual/paper based processes 



Exercise 5 — Sub-process Name: State Medical Services 
Outreach 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• FAMIS webvision project w/health department 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Will allow health departments across VA to use information gathered at the 
health department to create a FAMIS application for individuals that appear to be 
eligible. 

• Initiates application when service is received 
• Allows assurance that apps are complete when sent to the agency. 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• No electronic signature feature, so they are printed and signed. 
• Applications can still be lost in the mail due to physical format. 

 
 

Exercise 6 — Sub-process Name: State Medical Services Outreach 
 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Separate DMAS and DSS management structures 
• Separate DMAS and DSS planning, procurement, and management of 

information systems 
• Constant changes in state executive branch (single, four-year terms) and 

administration (appointed DSS Commissioners, DMAS Director) 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• The idea of Applicant/Recipient stigma – interacting with local “welfare” agencies 
• The idea of having “no wrong door” for FAMIS applicants 
• The idea that administration and delivery of medical assistance should be 

separate and different from the administration and delivery of other assistance 
programs 

• DMAS outreach 
 
 
 
 



Exercise 7 — Sub-process Name: State Medical Services 
Outreach 

 
CYCLE TIME  
 
ELAPSED WORKLOAD 
  
  
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Lack of standard ongoing and refresher training for local staff 
• Paperwork, redundant processes, and review information gathering requirements 
• No one controls or regulates outreach process 
• DMAS doesn’t want to restrict client opportunities to apply for FAMIS 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Entire process is informal 
• Each advocacy agent creates their own forms and formats for handling 

applications 
 
3. Describe the significant variations observed during local visits. 
 

• Levels of contacts with local agencies 
 
 

Exercise 8 — Sub-process Name: State Medical Services 
Outreach 

BEST PRACTICES 

 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Thorough with completion of case related documents 
• Limited phone contact with locals 
• Polite and Professional 
• Agreeing to assist in obtaining verifications for clients 
• Being knowledgeable concerning FAMIS policy and procedures  
• Coordinated outreach by local agency within the community. 

 
 
 
 
 
 
 



Exercise 9 — Sub-process Name: State Medical Services 
Outreach 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Consider whether local DSS are the appropriate application processing vehicle. 
• DMAS administering guidelines for outreach procedure 
• Training – policy, local processes 

 
2. Existing Outputs 
 

• Submit externally produced applications electronically. 
• Training on how to complete an application 

 
3. Current Information System 
 

• Access to inquire DSS/DMAS systems 
 
4. Current Outcome 
 

• n/a 
 
 

Exercise 10 — Sub-process Name: State Medical Services 
Outreach 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Automated support for new DMAS programs as they are implemented. 
• Working relationship between DMAS and advocacy groups needs clearer 

delineation.   
• Evaluate the DSS obligation for DMAS eligibility function without the automated 

tools required to do the service at a cost that is commensurate with the value of 
the program…labor and paper-based processes carry a very high cost and add 
to the level of operational complexity of administering programs. 

• Eliminate manual processing or re-entry of information by local DSS offices.   
 
2. Outputs 
 

• Extend paperless process –  will allow for application to be interfaced with local 
eligibility systems at time of completion 

• Integrated use of systems 



 
3. Outcomes 
 

• Improve the cost in labor for this program offering. 
 
4. Use of Technology 
 

• Paperless system for entering applications 
 
 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: State 
Medical Services Transfer of Responsibility 

 
Context Diagram 

 
 

Purpose:
• To allow for continued 

maintenance of cases at 
appropriate site

Trigger:
• approved FAMIS 

application

Inputs:
• Copy of case file from 

local, case detail in 
VAMMISS 

Outputs:
• client referral or FAMIS 

applicant/application

Outcome:
• Designated sites for 

different case types Handoffs:
• 1. intake worker 
• 2. Pouch 
• 3. Central Office 
• 4. CPU 
• 5. ongoing case worker (can be 

repeated as Medicaid/FAMIS 
eligibility changes )

Incoming – Other 
System:
• SVES, 
• VEC, 
• APECS, 
• ADAPT, 
• VAMMIS, 
• TPL information

Outgoing – Other 
System:
• Absent parent info to 

DCSE

After Work:
• Re-determination of 

eligibility , 
• answering calls from 

clients questioning 
coverage, 

• NOA to denote change 
in coverage

Cost Drivers:
• paper, 
• pouch system, 
• data entry error, 
• enrollment error, 
• case organization rules, 
• lost case files

Integral Process:
• Medicaid eligibility and 

FAMIS eligibility 
determination, 

• policy, 
• CPU mandate, 
• No wrong door mandate

Peripheral Process:
• Contact between CPU and 

local worker, 
• client appeals and 

complaints

Redundancies:
• numerous re-applications, 
• transfer of cases 

repeatedly, 
• different systems causing 

for repeated entering of 
client information, 

• more copies created, 
• courier process

Issues
• what is benefit of having 

CPU be separate from 
local agency for case 
management = cases 
come back to local 
when eligiblity changes 
anyway, 

• mass confusion for local 
and client = who 
actually has case 
control/access

Number of Client 
Visits
• none

 
 
 
 
 
 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: State 
Medical Services Transfer of Responsibility 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• CPU Structure - Local agencies are still processing most of the FAMIS 
applications 

• Numerous manual processes and handoffs involved in a constant transfer of 
responsibility for case files between the CPU and Local Agencies 

• VaMMIS system is not user friendly 
• CPU has electronic files while Local Agencies have mostly paper files 
• Transfer policy and procedures are not consistently applied by CPU and Local 

Agencies – Training Needed 
• Paper applications result in redundant manual processes 
• Transfer policy and procedure not aligned with other major programs 
• No State policy training 
• Inadequate clerical and support staff at some local agencies 
• Two organizations performing the same function 
• Constant changing from FAMIS to Medicaid covered groups results in loss of 

coverage to recipients.  Loss of coverage means unpaid bills can lead to wage 
garnishing for the client – not good customer service. 

 
2. Existing Outputs 
 

• CPU has electronic files while Local Agencies have mostly paper files 
• Some Off-Site offices are unable to print ADAPT system forms and notices 
• CPU and Local Agencies have different formats for client notices and 

correspondence 
• Items required by policy to be included with all transfers can be accessed 

through ADAPT system inquiry – Need clarification on use of “976” case 
numbers in ADAPT 

 
3. Current Information System 
 

• CPU and Local Agencies share the use of VaMMIS, but have separate case 
management systems 

 
4. Current Outcome 
 

• Accuracy 
• Timeliness 
• Increased Workload 
• Increased Operational Costs 

 
 
 
 
 



Exercise 5 — Sub-process Name: State Medical Services 
Transfer of Responsibility 

 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• N/A 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• N/A 
 
 

Exercise 6 — Sub-process Name: State Medical Services 
Transfer of Responsibility 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• DMAS and DSS have separate case management information systems. 
• DMAS and DSS have administrative structures and procedures. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• DMAS and DSS have separate management and procedures for similar 
processes 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• The idea that evaluation for FAMIS should be separate from evaluation for 
Medicaid 

• Political decisions that require Medical Assistance to operate as a separate entity 
 
 

Exercise 7 — Sub-process Name: State Medical Services 
Transfer of Responsibility 

 
CYCLE TIME  
1 – 45 Days  
  
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 



• DMAS and DSS share responsibility for FAMIS, but operate as separate entities 
with separate procedures 

• The client is engaged in the DMAS/DSS relationship – transitioning from one 
program coverage to another is not only inefficient for the offices, it is confusing 
for the client. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Transfer procedures are applied inconsistently – Vague transfer policy in manual 
that allows for individual interpretation 

 
3. Describe the significant variations observed during local visits. 
 

• Timeframes applied for case transfer 
• Manual notices vs. automated notices 
• Handoff of application vs. EW carrying forward the process 

 
 

Exercise 8 — Sub-process Name: State Medical Services 
Transfer of Responsibility 

BEST PRACTICES 

 
Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
  

• Using ADAPT to complete transfer process 
• Local electronic systems used to track cases between local and CPU 

 
 

Exercise 9 — Sub-process Name: State Medical Services 
Transfer of Responsibility 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Eliminate manual logs, utilize only logged info from automated system. 
• Standardize communication templates and make available from common source 

state-wide. 
• Create communication log from key fields for ADAPT cases. 
• Allow for a single worker to be assigned responsibility for FAMIS and Medicaid 

cases – statewide 
• Develop and implement training for standard transfer procedures 
• Provide State medical program policy training 

 



2. Existing Outputs 
 

• Consolidate and standardize forms and outputs used by CPU and Local 
Agencies 

 
3. Current Information System 
 

• Modify documentation module to eliminate secondary paper documentation 
and/or contact logs. 

• On-line evaluation form integrated into screening documentation. 
 
4. Current Outcome 
 

• Reduce transaction time 
 
 

Exercise 10 — Sub-process Name: State Medical Services 
Transfer of Responsibility 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 

 
• Merge and align responsibilities for FAMIS and Medicaid cases into one structure 
• Align FAMIS policy and procedures with policy and procedures for other 

programs 
• Implement an on-line application process 
• Central repository for case permanent verification. 
• Eliminate CPUs or have CPUs do all FAMIS applications/eligibility 

 
2. Outputs 
 

• All notices and needed verifications electronically generated  
 
3. Outcomes 
 

• Minimized Transaction Time 
 
4. Use of Technology 
 

• Optimize the use of ADAPT for all FAMIS processing or obtain a new electronic 
system that is user friendly and shared by all FAMIS case workers 

 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: TANF 
Case Management 

 
Context Diagram 

 
Case management includes: 

• Case assignment, review  and acceptance (for assigned cases) 
• Communication (internal, external, client) 
• Notices 
• Changes 
• Interim reporting 
• Annual review 
• Case Transfer (internal / external) 
• Case Closure 

 

Purpose:
• Maintain the case 

circumstances in a timely 
and accurate manner

• Carry out actions on a timely 
basis

Trigger:
• Intake approval with 

case assignment
• Transfer in

Inputs:
• Rules
• Client info
• Client Circumstances

Income
H/H comp
Relationship

• Truancy reports / Learnfare
• System alerts
• APECS payment info 

(researched)
• TANF web-based financial info
• VEC, SVES
• VIEW penalty
• Tickler data

Outputs:
• NOA
• On-going Payment
• Referals for service
• Data shared with other agencies
• Documentation
• Interim / annual report notification

Outcome:
• Accurate and timely actions 

on a ongoing case that results 
in accurate benefits

Handoffs:
• Case closure for storage
• Supervisory review on 

authorizations for case actions
• On transfer for clerical action
• Handling communication notices
• Handling of verification incoming

Incoming – Other 
System:
• APECS – CSE disregard 

payment
• TMP amount (what it should 

be)

Outgoing – Other System:
• APECS – Changes in 501 screens

After Work:
• Receipt after closure
• Identify new worker or jurisdiction
• Send to appropriate location
• Purge active files
• Purge closed files

Cost Drivers:
• Massive inputs gleaned from many 

sources and input by TANF worker
• Amount of paper (copies, forms, 

signed documents, system printouts)
• Searching for lost files
• Storage (File cabinets, floor space)
• Labor related to the paper file
• Multiple input systems
• Coordination with services
• High volume change catgory

Integral Process:
• VIEW
• QA
• Fraud
• Training
• Appeals
• Policy
• Reporting
• Accounting

Peripheral Process:
• DCSE
• Day Care
• Housing
• Employer Queries
• Department and community 

services

Redundancies:
• Data Collected and stored by 

other programs
• Documentation copied by 

multiple programs
• Multiple client appointments 

and visits for multiple programs
• Managing multiple case 

records on the same person 
(Creating, filing, storing, 
purging)

Issues
• Multiple systems
• Multiple sign -ons -No sharing / 

talking
• Lack of service delivery methods 

and communication 
• Introduction of error proneness
• Language and cultural issues
• Limited length of time to receive 

benefits

Number of Client 
Visits
• 6 months - 0
• 12 months – 1 visit min
• Variable - Client 

initiated visits

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: TANF 
Case Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Workload on child support (501) with client on face-to-face annual review. 
• Hand completion, prep, and mailing of NOA by worker. 
• Manual lookup in other system and hand entry of ported data. 
• Manual sharing of data with other services, e.g. child care. 
• Hand-written follow-ups with client on interim reporting; issue is missing info. 
• Manual referrals. 
• Labor associated with paper files: creating, transporting, locating, closing, 

purging. 
• Multiple case files for same individuals creates an escalating factor. 

 
2. Existing Outputs 
 

• Incompleteness of electronic record forces dependency on paper. 
• Documentation is paper based – manual workload.   
• Case work in paper folder hides workload from other service providers. 
• Multiple non-integrated reports from different systems creates incomplete 

reported picture on individuals and families. 
• Picture presents inaccurate info for decision making on programs and services. 
• Incomplete or dropped referrals. 
• Incomplete NOAs – not integrated into a single notification on the complete 

action. 
• Print size on NOAs (other state class action suits). 
• Not enough output data to other systems.  Concept of confidentiality may need to 

be researched, updated, and modified to support sharing. 
• Notices in multiple languages 

 
3. Current Information System 
 

• Multiple sign-on. 
• Lack of consistent TANF integration with other benefit programs. 
• Level of functionality doesn’t support the whole job. 
• Development has excluded key program info that may be valuable to a TANF 

worker. 
• Maintenance isn’t current:  Coordination between policy and systems is lacking 

on implementation timeline. Creates lags between policy transmittal and full 
implementation on system. 

• Problem reporting mechanism is not sufficiently responsive to call ins to assure 
adequate level of support. 

• Problem resolution may not be thoroughly tested before notification that issue is 
fixed. 



• Voicemail on problems doesn’t follow the same process as personal contact. 
• Doesn’t allow automated handling of non-routine events. 

 
4. Current Outcome 
 

• No quality assurance on dollar benefits paid. 
• Training is not sufficient to support the outcome.  The messages conflict with the 

objective. 
• No ongoing worker training element other than at the local agency. 
• Systems do not sufficiently support the outcome. 
• Inconsistency in policy interpretation around interim reporting results in different 

actions from area to area across the state. 
• Caseload due to lack of integration impacts ability to focus on individual cases. 

 
 

Exercise 5 — Sub-process Name: TANF Case Management 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• SPIDeR pilot in lieu of MSI.   
• Local initiative to create a paperless environment. 
• Task-force on 501 

 
2. Existing Issues that will be corrected by the “change in progress”  
 
A. SPIDeR: multiple system inquiry, re-write of MSI system.   
    Tool that would enable portal-like enhancement. 
     Provide a composite picture of the currently duplicated case record.   
    Bring together records from unrelated state systems.    
B. Multiple sign-on 
     Paper to electronic record 
     Sharing of documentation 
     Translation of voice and/or image to digital file 
     Updates across systems 
     Evaluation form - automated 
     Electronic form template 
C.  Number of 501 screens 
     Amount of data captured 
     Number of times required to go through all screens 
    
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
A.  Local debate over options – cost, training, transition, local build themselves. 
     Must demonstrate no loss of functionality. 
     Political issue with competing products / solution. 



B.  Benefits centric. 
     Local initiative without broad-based support. 

Have to generate paper document (client or worker) to create the electronic record. 
      Local cost factor includes: licensing, training, staffing, conversion workload. 
      Unresolved issues: Transmission of case file to other localities 
                                     Local data bases 
                                     Local maintenance over time 
                                     Modules not uniform over localities. 
C.  DCSE / DSSS coordination cooperation 

Thorough and complete identification of data exchange issues such as required data 
elements, reciprocity. 

 
 

Exercise 6 — Sub-process Name: TANF Case Management 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Loose or no relationship between policy and training.  E.g. difference in policy / 
procedure interpretation on interim reporting. 

• Improper definition of “simplifying”. 
• Time it takes to make a decision on what change is appropriate. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Committees 
• Politics – state / local relationship 
• Split between employment and services (TANF and VIEW) 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Simple solutions gain favor (e.g. simplifying policy – the magic bullet) 
 
 

Exercise 7 — Sub-process Name: TANF Case Management 

CYCLE TIME / CULTURAL 

CYCLE TIME  
n/a – case management requires varying times based on local procedures 
 
ELAPSED WORKLOAD 
n/a 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Structure of organizational performance – activity/task. 



• Deadline focused. 
• Work performed after the fact. 
• No link between practice and system (other than entering data). 
• Systems are not viewed, accepted as a tool like pen and paper. 
• Once a fact, always a fact. 
• New workers assume system work is the whole job. 
• Angst over anything new. 
• Variations in timeframes for receipt of assistance 
• Focus on employment rather than identifying issues, barriers, skill level and 

directing to appropriate job fit with needed support. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Methods of getting policy interpretations that one wants. 
• System gurus. 
• Worker discussion to problem-solve policy questions. 
• Oral history-type training based on opinion. 
• Program and policy gurus. 

 
3. Describe the significant variations observed during local visits. 
 

• Client’s lack of access to computer screen during interview vs. full access. 
• User of automated calendar vs. use of paper calendars. 
• High level of disdain for client vs. high level of respect. 
• Customer vs. hindrance to getting work done. 
• Very high security to no security. 
• Very high morale in poor conditions to very low morale in much better conditions. 
• Requirement for customer accountability agreement. 
• From paper (including duplicate paper) focus to requirement to only use system. 

 
 

Exercise 8 — Sub-process Name: TANF Case Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Inspired leadership from management. 
• Strong client focus including willingness to do home visits. 
• Focus on client strength. 
• All forms computer-formatted and enterable. 
• Use of calendar tool agency-wide and sharable. 
• Client call centralized facility to schedule appointment for renewal. Facility has 

access to calendar, receptionist has access to track client appointments and 
identify worker. 

• Interactive interview. 



• Information required for pre-annual review data gathering available to worker 
without their intervention. 

• Information about documentation required sent to client before interview contact. 
• Focus on use of systems over use of paper. 
• TANF / VIEW either handled by one worker or teamed in same work area. 

 
 

Exercise 9 — Sub-process Name: TANF Case Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Interactive interviews. 
• Immediate documentation in electronic format – sharable as allowed by law 

between workers. 
• Shared calendar tool that allows client to choose own time. 
• Co-location of TANF and VIEW worker. 
• State forms enterable. 
• Moratorium on form development as well as evaluating all paper forms currently 

in use. 
 
2. Existing Outputs 
 

• Consider the possibility of an “other” box for the NOA (Notice of Action) for 
modification of NOA by worker. 

 
3. Current Information System 
 

• Modify documentation module to eliminate secondary paper documentation 
and/or contact logs. 

• On-line evaluation form integrated into screening documentation. 
• Repair system module that adds programs or people in cases with existing 

programs whether in intake, interview process, or pending – this issue may force 
paper process. 

• Re-prioritize problem logs with emphasis on ROI. 
• For 100% monitored workers modify benefit adjustment to allow data entry and 

supervisory approval of all diversionary checks at one time or correct the 
amounts.   

 
4. Current Outcome 
 

• Resolution of the inconsistency interpreting policy on simplified and interim 
reporting. 

• Training for on-going workers. 



• Automated assessment capability for use at point of client contact for needs and 
services. 

 

 
Exercise 10 — Sub-process Name: TANF Case Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Align TANF and Medicaid policy 
o Relationships of verification 
o Relationship degrees 
o Eliminate face-to-face 

• Align TANF and Food Stamp policy 
o Order of deductions 
o Flat rate 
o Verifications 

• Whole job supported by automated tools. 
• Simplification of Policy. 
• Consider the highest level of co-location of persons serving a family. 
• Electronic case records for family. 
• Quality assurance on the front end – system support for higher risk issues – 

analysis of findings and corrective action on the front end. 
• Cross-analysis of fraud QA fair hearings, policy to support case management. 

 
2. Outputs 
 

• Payment authorization has a different result. 
• All notices accurately generated  
• Client packet an output of the intake process 
• Looking at and changing the client / worker interaction on statement of facts 
• Accurate calendar of client-required activities 
• 100% referral all services based on conditions and circumstances 
• Sharing info with provider as provided by law or client request / authorization. 
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
 
 
 
 



4. Use of Technology 
 

• Policy is viewable in parallel and behind case work screen – can toggle into 
pertinent policy. 

• Real-time management reports – full range, worker, supervisor, management, 
executive, state supervisor. 

• One method for entering and capturing info one time and applying to all 
conditions across all programs and services. 

• Info one time shared across all programs and services. 
• Use of multiple tools integrated to support case management is transparent to 

user. 
• Level of functionality is designed to support the whole job. 
• Training for technology supports not disrupts line-supervisor-management 

relationships. 
• Training is designed to produce optimum levels of performance. 
• The help function is designed for responsiveness in relationship to the level of 

performance expected from the user. 
• Help desk skills at level to provide resolution at point of contact. 
• English – language screens rather than codes for user interface. 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: TANF 
Intake 

 
Context Diagram 

 

Purpose:
• To Initiate determination of 

eligibility or cash assistance

Trigger:
• Client ApplicationInputs:

• Rules
• Client Personal Info
• Client Circumstance
• H/H Comp
• Relationships
• Income
• Preference on 

Payments
• VEC
• SVES
• APECS
• VASIS
• ADAPT
• Medical Information Outputs:

• Notice of Action Taken
• Payment
• Referral
• Data sharing other process 

or agencies
• Documentation
• Referral to VIEW

Outcome:
• Accurate and timely 

approval
• Approval /Denial
• Approval to ongoing 

case  manager
Handoffs:
• Reception
• Screener (2)
• Intake Worker
• Processor
• Supervisor/Case Worker
• Mail Handler
• Intake Worker
• On-going worker
• VIEW Worker
• Closed File

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• CSE
• VASIS
• ESPAS

After Work:
• Adjustment of NOA
• Copying for file
• Stuffing envelopes
• Maintaining multiple 

agency lists
• List and log books
• Noting things of 

importance
• Worker Number in 

ADAPT
• Prep of Transfer Form

Cost Drivers:
• Paper
• Duplicated Processes
• Duplicated Logs and 

lists
• Specialization
• Lost Files
• Hand Offs
• Error Potential
• Facility Storage
• Space for Staff
• Training in Procedure
• Transportation Costs
• Faxing and Phoning
• Specialization
• Client Complaints
• Overtime
• Time units
• Client Barriers
• Coordination

Integral Process:
• VIEW
• QA
• Fraud
• Appeals
• Policy
• Training
• Food Stamps
• Medicaid
• Family Services
• Child Care

Peripheral Process:
• DCSE
• I in R
• One-stop centers
• Community services
• Housing

Redundancies:
• Replication of 

Information
• Handling
• Re-applications
• Reception - Same unit 

of service
• Screening – Same unit 

of service
• Handwriting notice 

information
• Multiple Case reviews
• Searches - system
• Filling in search info
• Evaluation form

Issues
• Timeliness
• Language and culture issues
• Policy alignment
• Time-limited benefits
• Lack of identifying client barriers and 

clients returning through exhaustion of 
assistance

• 24 time limit state
• 60 month time limit federal
• Need to get clock counts from other 

states

Number of Client 
Visits
Up to 7 visits
• Walk-in
• Appointment (up to 2)
• Verifications
• Terms of Agreements
• Local Check
• View worker meeting to 

lift sanctions or other 
VIEW requirements

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: TANF 
Intake 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Too Many people 
• Redundancies 
• Length of Time 
• Accuracy 
• Parallel automation / paper 
• System Access Not Easy 
• Parallel Programs without Program Alignment 
• Case Management – Closures, Reopening, and Denials  

 
2. Existing Outputs 
 

• Paper check 
• NOAs incomplete 

 
3. Current Information System 
 

• Data sharing insufficiency 
• Documentation capability 
• Evaluation – manual 

 
4. Current Outcome 
 

• Benefit level client 
• Timeliness 
• Months counted on state / federal clocks 

 
 

Exercise 5 — Sub-process Name: TANF Intake 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• There are no changes in progress 
 
2. Existing Issues that will be corrected by the “change in progress”  
 



3. The “change in progress” cannot be immediately or cannot completely correct the 
issue that has prompted the change due to the following barriers/limitations: 

 
 

Exercise 6 — Sub-process Name: TANF Intake 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Organizational structure 
• Current customer service 
• Limits access 
• Department’s ability to handle non-English language 
• Image of welfare client 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack or ownership and accountability for the problem 
• Cultural acceptance of process limitation 
• Mode of reaction  O.K. 
• TANF is the program suffering from time limits – stigma attached to receipt of 

“welfare” 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Confidentiality- definition 
• Political – image 

 
 

Exercise 7 — Sub-process Name: TANF Intake 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
1 to 30 days 
 
ELAPSED WORKLOAD 
4 hours 
  
 
 
4. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Spill over to rest of community  
• Secondary increase in workload due to inter-agency or internal communication 
• Results in community impression of capability 
• Cost of added coordination 



 
 
5. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Screening 
• Shifting process to react to internal pressures 
• Additional layers 

 
 
6. Describe the significant variations observed during local visits. 
 

• Walk-in vs. appointment vs. mail in 
• Paper focus vs. ADAPT focus 
• Pass off of application vs. eligibility workers carrying forward process 
• Automated tracking NOA vs. paper tracking  
• Differing levels of documentation 
• Use of specialized automation 
• Review worker handling of new applications vs. new worker 
• Variations in assigning response for intake 
• Generic workers – handle either intake or review 

 
 
VSSS As Is Analysis: - Exercise 8 — Sub-process Name: TANF Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of calendaring tool shared by reception, screeners, workers, supervisors. 
o Scheduling 
o Appointments 
o Rescheduling 
o Notations 

• Screening for disqualifying situation up front – informing client – allowing client 
chore (some changes in policy) 

• Verification checklist by screener at first contact 
• Single worker start to finish before any handoff 
• Accepting walk-ins best-practice for client 
• Handling phone calls from clients on simple issues without delaying worker 

contact 
• Interactive interview 
• Client presented a packet (folder) with all info resulting from intake along with a 

stamped, pre-addressed envelope for change reporting (informing, copies, etc.) 
• Child day care for interview 
• Screening up front including view intake screening components 
• Screening for all programs one time up front 



• Separation of intake and continuing 
• Management calendar for daily attendee management 
• Online screening tool 
• Assessment – identify and match all services and benefits 
• Generic workers assigned to either intake or review 

 
 

Exercise 9 — Sub-process Name: TANF Intake 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Implement state-wide use of calendaring tool. 
• Eliminate duplication of calendaring tool at state and local levels. 
• Require interactive interviews state-wide.  Eliminate duplication of paper. 
• Install drop boxes state-wide. 
• Eliminate manual logs, utilize only logged info from automated system. 
• Standardize communication templates and make available from common source 

state-wide. 
• Create communication log from key fields. 
• Connect to case files. 
• Screen for all program specifics one time. 
• Begin cultural shift by removing physical barrier between worker and client – 

make computer screen viewable by client. 
 
2. Existing Outputs 
 

• Consolidate and standardize forms and outputs for all committees by work group 
with charter, milestones, and due dates.  Examples: 

o eliminate individual forms for DCSE, R&R 
o terminate employee – verification 

• Discourage creation of new forms. 
• NOA on any case action or series of case actions – all particulars on one form 

fully automatic. 
• Notices in other languages. 

 
3. Current Information System 
 

• Modify documentation module to eliminate secondary paper documentation 
and/or  contact logs. 

• On-line evaluation form integrated into screening documentation. 
• Repair system module that adds programs or people in cases with existing 

programs whether in intake, interview process, or pending – this issue may force 
paper process. 



• Re-prioritize problem logs with emphasis on ROI. 
• For 100% monitored workers modify benefit adjustment to allow data entry and 

supervisory approval of all diversionary checks at one time or correct the 
amounts.   

 
4. Current Outcome 
 
 
 

Exercise 10 — Sub-process Name: TANF Intake 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Align TANF and Medicaid policy 
o Relationships of verification 
o Relationship degrees 
o Eliminate face-to-face 

• Align TANF and Food Stamp policy 
o order of deductions 
o Flat rate 
o Verifications 

• Central repository for case permanent verification. 
• Single handling of intake info across all programs. 
• Eliminate assigned caseworkers for clients and client services 
• Create benefit processing system with all customer interaction with trained case 

services staff 
 
2. Outputs 
 

• Payment authorization has a different result. 
• All notices accurately generated  
• Client packet an output of the intake process 
• Looking at and changing the client / worker interaction on statement of facts 
• Accurate calendar of client-required activities 
• 100% referral all services based on conditions and circumstances and follow-up 

on connections 
• Sharing info with provider as provided by law or client request / authorization. 
• Only paper generated is client copy. 

 
3. Outcomes 
 

• Give client more control over information. 
• Worker advocacy partner in identifying needs and guiding to other supportive 

services. 
 



4. Use of Technology 
 

• One method for entering and capturing info one time and applying to all 
conditions across all programs and services. 

• Info one time shared across all programs and services. 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: TANF 
Issuance and Reconciliation 

 
Context Diagram 

 
 

Purpose:
• Provide cash assistance
• Account for distribution/

receipt of funds

Trigger:
• Approval of Eligibility

Inputs:
• Benefit Calculation
• Signed Affidavit on 

replacement checks
Outputs:
• Paper check 
• Reporting / accounting

Outcome:
• Client received benefit 

intended
• Department is accountable 

for accurate and timely 
distribution of benefits

Handoffs:
Routine: none
Non-routine: 
• Reception
• Notary
• Worker
• Supervisor
• back to worker
• state fiscal
• local fiscal
• local fiscal worker
• Supervisor
• receptionist

Incoming – Other 
System:
• Routine: none
• Paper authorization 

(other than ADAPT)
• To initiate issuance 

through local system

Outgoing – Other 
System:
• LASER
• Treasury

After Work:
Routine: none
Non-routine:
• Case notes
• Change of address
• Fraud referral
• Secondary entries in local 

system
• Replacement Services

Food
Utilities
Shelter

• Handling returned checks
• Hand-stamping checks

Cost Drivers:
• Paper
• Mailing paper check
• Labor to support both
• Equipment to support 

both
• Replacement of non-

receipt checks
• Storage of cashed 

checks
• Recon of paper 

checks
• Do not forward return 

check handling
• Cost to department or 

community for 
replacement services

Integral Process:
• Local Finance
• State Finance
• Local Dept. Fiscal
• Post Office

Peripheral Process:
• Federal Finance

Redundancies:
• Affidavit – signatures 

on each of 3 pages
• Data Collection and 

issuance recon 
process

Issues
• Outdated
• Error-prone
• Cost exceeds value

Number of Client 
Visits
2 face-to-face

 



Exercise 4 — Sub-process Name: TANF Issuance and 
Reconciliation 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Process built around paper 
 
2. Existing Outputs 
 

• Process built around paper 
 
3. Current Information System 
 

• Non-routine outside automated system 
 
4. Current Outcome 
 

• Requires a higher level of human intervention (labor, etc.) 
 
 

Exercise 5 — Sub-process Name: TANF Issuance and 
Reconciliation 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Direct Deposit under discussion as an option – in pilot, should have been 
implemented 4/1/05 state-wide. 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Limited numbers of people. 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Adds a new layer of cost and procedure locally. 
• Limited numbers of people. 

 
 
 



Exercise 6 — Sub-process Name: TANF Issuance and 
Reconciliation 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Perception that cost is too high to move away from paper checks. 
• Affords a level of familiar accountability. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack of familiarity with methods to manage cash vs. Food Stamps accounts. 
• Decision made at a point in time and not re-visited. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
 

Exercise 7 — Sub-process Name: TANF Issuance and 
Reconciliation 

CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  
Routine (data in/data out): 5 days  
Non-routine  2-3 days 
  
ELAPSED WORKLOAD 
24 hours 
1.5-2.0 hours 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 
2. Reactivity brings about speedier delivery than routine. 
 
3. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
4. Informal relationships between local and state to move procedure faster. 
 
 
5. Describe the significant variations observed during local visits. 
 
 
 
 
 
 



Exercise 8 — Sub-process Name: TANF Issuance and 
Reconciliation 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Difference in structure, size, procedure – local level may allows a shorter 
replacement time frame. 

 
 

Exercise 9 — Sub-process Name: TANF Issuance and 
Reconciliation 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• On non-routine, use of fax or other communication means to reduce impact of 
size, structure, distance – initiate activities faster – follow up with hard copy. 

 
2. Existing Outputs 
 

• Move cash benefits to EBT.   
 
3. Current Information System 
 

• Move cash benefits to EBT.   
 
4. Current Outcome 
 

• Align error resolution with food stamp error resolution (i.e. when not posted). 
 
 

Exercise 10 — Sub-process Name: TANF Issuance and 
Reconciliation 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 



 
• Depends on whether quick fix is implemented.  If not, opportunity is EBT for 

TANF or cash. 
 
2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: VIEW 
Services –Case Management 

 
Context Diagram 

 
 

Purpose:
• Monitor client compliance 

with the service plan.  
• Adjust activities /plan and 

supportive services as 
needed.  

Trigger:
• Signing of the 

Agreement to 
Participate and 
completion of the 
Service and 
Activity Plan

Inputs:
• Job search forms, 
• medical/psychological 

evaluations, 
• screenings for barrier 

identification, 
• Career assessments 

and counseling, 
• hidden disability 

screenings and or 
testing, 

• literacy testing, 
• inputs from service 

providers and 
resources (medical, 
mental health, 
education/training, 
DRS, CFS, etc.), 

• client contact and 
notifications, 

• employment 
information, 

• CWEP, 
• Eligibility Worker .

Outputs:
• Client resumes, 
• job referrals, 
• letters/notices to clients, 
• correspondence to the 

Eligibility Worker of needed 
actions, 

• referral and follow up with 
service providers, 

• correspondence with 
employers, 

• updated service and activity 
plans

Outcome:
• Employment, 
• case closure, 
• sanctions , 
• receipt of supportive 

services , 
• advancement in 

education/training, 
• wage advancement and 

job retention, 
• identification of barriers 

and resolution with 
supports.

Handoffs:
• View worker to Eligibility worker for 

actions, 
• view worker to supervisor for review of 

actions (approval for sanctions, 
services, closures). 

• Mail clerk involved with all 
correspondence (incoming and 
outgoing) and sending closed files to 
storage.  

• Varies with complexity of case .

Incoming – Other 
System:
• ADAPT-generates 

report on TANF action

Outgoing – Other 
System:
• Local systems

After Work:
• sending file to storage

Cost Drivers:
• Paper driven, 
• labor driven, 
• copying, 
• no shows and 

rescheduling, 
• dual workers and 

systems. 
• Cost of field visits . 
• High volume of client 

visits .  
• Cost of supportive 

services.  
• Meeting time.
• Field work
• Transportation
• Coordination for 

supportive services

Integral Process:
• Program Policy, 
• Training, 
• Ongoing relation with 

Service Providers, 
• Development of/

Identification of 
Supportive Service 
Providers, 

• Appeals
• Internal QC
• Block grant
• Reporting
• Fiscal
• Fraud

Peripheral Process:
• Referral for supportive services/

programs-Day care,
• DRS, 
• Housing, 
• Family and Child Services, 
• Adult Ed, 
• WIA-One Stop Centers, 
• Grant Services, etc. 

Redundancies:
• Duplication of 

information in all service 
areas within the 
agency.  

• Multiple case files .

Issues
• Potential for duplication of services. 
• Client in multiple systems that don't 

communicate within the agency. 
• Lack of sufficient funding to provide 

high dollar supportive service needs.  
• The number of client visits.  
• Inflexibility of the time limited benefits 

from TANF.  
• Multiple Workers.
• Language and cultural issues

Number of Client 
Visits
• Varies per agency and 

per client needs.

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: VIEW 
Case Management 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Duplication of info gathered – both EW and VIEW worker 
• 2nd paper file 
• 2 workers involved with client – TANF and VIEW – back and forth with info; 

dependent on each other for actions taken on case; inefficient handoff and allows 
for confusion on part of client 

• Access to service providers 
 
2. Existing Outputs 
 

• No automated communication in coordinating services.  A lot of phone work and 
e-mails.  Mainly paper driven/supported.  

• No systems interaction between ADAPT, Services programs systems, ESPAS. 
• Duplicate entry into ADAPT and ESPAS 
• Skill level of workers. Ongoing training needs. 
• Lack of alignment between revised policy and static measurement system 
• No state-wide standard on case record order 

 
3. Current Information System 
 

• ESPAS is designed for state reporting for the feds and not for locals – info not 
complete enough to support local agency needs for managing program. 

• ESPAS does not have a documentation function; does not hold entire record 
• Does not pull info off of ADAPT even though it is a subsystem of ADAPT 
• Reporting process from ESPAS data is deficient – not timely and not easy to 

access 
• Lack of integrated and streamlined IT systems – also paper process takes away 

ftime from creative worker / client interactions 
 
4. Current Outcome 
 

• None that haven’t already been stated 
 
 
 



Exercise 5 — Sub-process Name: VIEW Services – Case 
Management 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Many initiatives locally but no state coordination 
 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None known 
 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known 
 
 

Exercise 6 — Sub-process Name: VIEW Services – Case 
Management 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Retraining issue, training goes beyond traditional policy and procedure.  
Delivering VIEW services requires non-traditional training on providing a holistic 
approach to case management and  training on issues of MH, Substance Abuse, 
Domestic Violence, Learning Disabilities, Mental Retardation, and other issues 
that prevent clients from reaching or sustaining self sufficiency. 

• Current Policy 
• Stovepipe between TANF and VIEW 
• Clarity in strategic direction of VIEW at state and local levels – opportunity for the 

staff to participate in setting the direction.  Staff must embrace direction.  
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Always separation between TANF and VIEW 
• TANF is schizophrenic – VIEW is services but the manual is in TANF; TANF is 

entitlement and VIEW is not 
• VIEW requires a different set of skills than eligibility 



• System changes   
• Lack of knowledge about hidden issues that prevent client success. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• VIEW is a services program 
• Attitude towards client motivation.  Standing issues of laziness, not wanting to 

work but would rather take advantage all of programs available. 
• Attitude towards the VIEW workers, professionalism and pay structure. 
• Reluctance of workers to spend money – require client to “prove work” before 

spending money on them. 
 
 

Exercise 7 — Sub-process Name: VIEW Services – Case 
Management 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
Varies  
 
ELAPSED WORKLOAD  
varies 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-

process? 
 

• Specialized workers increases of number of client contacts, case files 
• VIEW requires a wide variety of skills that are different from eligibility 
• VIEW workers are not compensated according to skill level needed – this creates 

a barrier to recruitment and retention of staff who have skills. 
• VIEW and eligibility workers have difficulty communicating and supporting each 

other as a team; the separation between services and eligibility workers is 
mirrored here; however, VIEW belongs to neither 

 
 
2. Describe the informal organization required for individuals to be effective in 

their jobs. 
 

• VIEW workers develop own support system within agency and outside agency 
with providers of supportive services and employers 

• VIEW workers attending initial intake appointments with clients, for supportive 
service providers (i.e. DRS, ESO) 

 
 
3. Describe the significant variations observed during local visits. 
 

• Size of agency and resources has impact on client services that are available 



• Who does the VIEW program – some have VIEW combined with eligibility in one 
worker, other have the historical separation of employment and services and 
benefits 

• Availability of WIA sites – One Step centers to help provide supportive job search 
services to clients 

 
 

Exercise 8 — Sub-process Name: VIEW Services – Case 
Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• One worker concept 
• Team concept – TANF and VIEW worker are located together, work together and 

have the same supervisor 
• Co-location of workers-both agency and service providers.  Establish 

partnerships and relationships within the community. 
• Multi-disciplinary case staffings. 
• Early screening for hidden disabilities. 
• Strength-based focus on service delivery 
• Make full use of program enhancements – WES, Bridges, Frw. 
• Measure actions, speech, practices against established values. 
 
 
 
 



Exercise 9 — Sub-process Name: VIEW Services – Case 
Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Documentation capability in ESPAS 
• Teaming workers, locating them next to each other to coordinate service/benefit 

delivery. 
• Dissemination of best practice models. 
• Training on identification of hidden disabilities, development of service plans. 
• Align the measurement system with policy – current policy measures work first 

approach vs. change in policy to accommodate client with personalized plans. 
 
 
2. Existing Outputs 
 

• Template Activity and Service Plan on line for worker completion 
 
 
3. Current Information System 
 

• Documentation capability on ESPAS 
 
 
4. Current Outcome 
 
 
 

Exercise 10 — Sub-process Name: VIEW Services- Case 
Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Consider consolidated responsibilities of TANF/VIEW (one worker). 
• Automate work process, needs to be paperless. 
• All assessments should be on-line and populated during the client interview. 
• The activity and service plan needs to be part of the automated process with print 

capability. 



• Simplified automated eligibility determination process for TANF 
• Job skills re-assessment 

 
2. Outputs 
 

• Computer generated forms and letters…appointment letters and notifications. 
 
3. Outcomes 
 
4. Use of Technology 
 

• ESPAS should feed ADAPT information on case actions and generate 
appropriate action on ADAPT with generation of notices and alert to worker. 

• ADAPT and ESPAS should feed each other…info in once and eliminate duplicate 
data entry.  

• Program management reports generated from the automated system. 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: VIEW 
Coordinate Supportive Services 

 
Context Diagram 

 

Purpose:
• To remove barriers to self 

sufficiency .

Trigger:
• Identification of 

client need.Inputs:
• Estimate of costs from 

service provider. 
• Completion of 

purchase order/
authorization form. 

• Invoice form provider.
• Completion payment 

authorization form.  
• Can be a manual 

process or automated 
financial system /
varies statewide.  

• Finance system data 
entry.

Outputs:
• Purchase order/

authorization. 
• Payment authorization 

form. 
• Warrant register. 
• Check to provider or client.

Outcome:
• Payment for services/

reimbursements to 
clients

Handoffs:
Will vary from agency to agency: 
• 1. Worker produces purchase 

order and signs, 
• 2. supervisor signs PO, 
• 3. financial officer signs PO, 
• 4. vendor, 
• 5. clerk receives invoice in mail 

gives to 
• 6. worker - reconciles and signs 

sends to 
• 7. supervisor sends to 
• 8. financial officer - enters into 

local system for payment, warrant 
register and check is generated, 
signed by 

• 9. director, signed by 
• 10. county treasurer, goes back to 
• 11.financial officer , given to 
• 12. clerk for postage

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• local financial system

After Work:
• 1. tracking program 

fund expenditures, 
• 2. reconciliation with 

vendor over payment 
discrepancies or lost 
checks, 

• 3. where applicable -
issuance of 
replacement checks

Cost Drivers:
• Manual structure in 

many localities , 
• labor intensive, 
• postage costs, 
• printing of checks, 
• multiple copies of 

purchase orders, 
• many handoffs

Integral Process:
• Purchase of services 

policy, 
• state reimbursement 

policy, 
• budget, 
• program policy, 
• local accounting 

systems
• Fiscal

Peripheral Process:
• local financial policy and 

procedure
• LASER

Redundancies:
1. huge number of handoffs, 
2. outdated purchase order 
policy - i.e. required number 
of signatures before actual 
payment

Issues
• number of signatures 

and handoffs, 
• in most localities there 

is no connection 
between dss systems 
and local systems 
(transfer of warrant 
registers,etc.), 

• different state and local 
budget years

Number of Client 
Visits
• none

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: VIEW 
Coordinate Supportive Services 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• 12 handoffs – from issuing purchase order/authorization  to payment 
• Labor intensive – manual data, mailing, system input(LASER& Local system) 
• Maintaining copies of paper bills/receipt of service within case file 
• Three different fiscal officers involved – local dss, locality(city or county), state 
• Different budget years and reconciliation during off month 
• Antiquated purchase of service policy 
• Getting w-a from each vendor 

 
2. Existing Outputs 
 

• Variety of local systems used, i.e. Thomas Brothers, Harmony 
• DSS generated paper – purchase orders, pre-paid checklist and invoices. Paper 

checks still issued 
• No on-line capability of sharing info related to submitting invoices or payment.  If 

vendor inquires about payment – no easy way to secure information. 
 
3. Current Information System 
 

• Variety of financial systems statewide 
• Limited information that localities receive from LASER 
• LASER system codes input by locality do not always match the system used by 

the locality, so then info has to be entered manually into LASER 
 
4. Current Outcome 
 

• Payment cycle averages 15 to 30 days after submission of invoice 
• Some vendors may not accept delay in payment, causes loss of vendor 

participation. Credit cards are used that add an additional layers and handoffs. 
• No penalty for late submission of bills 

 



Exercise 5 — Sub-process Name: VIEW Coordinate Supportive 
Services 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• none 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• none 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• none 
 
 
Exercise 6 — Sub-process Name: VIEW Coordinate Supportive 

Services 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Cost of local systems 
• Some local systems are necessary for participation with their individual locality 

(integral part of city or county’s fiscal processes) 
• No training on purchase of services policy 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Systems that do not and cannot talk to each other 
• Accountability system – level of accountability varies from agency to agency 
• Need to know attitude concerning shared information 
• Power inherent in controlling the use of funds 
• Outdated policy 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Accountability and feel of necessity for a lengthy paper trail 
• Control of budget/resources used 

 
 



Exercise 7 — Sub-process Name: VIEW Coordinate Supportive 
Services 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
15 to 45 days average from receipt of invoice to payment 
 
ELAPSED WORKLOAD 
Varies 
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-

process? 
 

• Multiple sign-offs, 4 sign-offs to every purchase order and invoice = lack of trust.   
• Workers are constrained by layers – may feel less responsibility therefore less 

accountability. 
• Paper trail is a necessity, rather than electronic POS; lost invoices 
• Multiple methods of completing purchasing and fiscal process 
• Thomas Brothers = efficient in that once vendor and client are in the system, 

PO’s and invoices are populated automatically; system allows for duplication of 
lost invoices; has a funding balance function 

• Timely notification of amounts in budget line items for new fiscal year = inefficient 
for planning purposes. Local must estimate city/county match 

 
2. Describe the informal organization required for individuals to be effective in 

their jobs. 
 

• Personal relationship between local fiscal with city/county fiscal helps process 
• Individual responsible for a particular line item of the budget must set up their 

own management scheme for that particular fund, in order to maximize use of 
budget line 

 
3. Describe the significant variations observed during local visits. 
 

• Who completes data entry into local system to generate the Purchase orders and 
invoices – could be clerical, service worker, supervisor,  

• Use of different financial systems to best fit needs of particular locality 
 
 
 
 
 
 
 
 



Exercise 8 — Sub-process Name: VIEW Coordinate Supportive 
Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Purchase of bulk gift cards, bus tokens, fare cards to meet client needs. 
• . 

 
 
Exercise 9 — Sub-process Name: VIEW Coordinate Supportive 

Services 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Possible re-evaluation of policy requirements 
• Bulk purchase of gift cards, fare cards, tokens to be immediately available for 

client needs. 
 
2. Existing Outputs 
 

• none 
 
3. Current Information System 
 

• None  
 
4. Current Outcome 
 

• None 
 
 
Exercise 10 — Sub-process Name: VIEW Coordinate Supportive 

Services 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 



1. Work Process 
 

• Automate submission of invoices 
• Eliminate large number of handoffs 
• Automate signatures 
• Training on updated Purchase of Service Policy 
• Outputs 

 
2. Direct Deposit and/or EBT for vendor payments  
 
 
3. Outcomes 
 
4. Automated system 
 
 
 
5. Use of Technology 
 

• Automated system completion 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: VIEW 
Develop Supportive Services 

 
Context Diagram 

 

Purpose:
• Remove barriers to self-

sufficiency

Trigger:
• unmet VIEW 

population needs

Inputs:
• Community 

assessment of 
available services , 

• statistical info on job 
retention and wage 
advancement, 

• survey common 
causes of recidivism , 

• best practices search 
data and available 
resources that can be 
modified to local 
needs.

Outputs:
• Workshops, seminars, 

training for VIEW clients; 
• specialized services for 

specific clients

Outcome:
• Improved client skills -

both soft and hard 
skills ; 

• long term removal of 
barriers (hopefully) that 
support self-sufficiency ;

• education for client and 
client self -advocacy 
skills

Handoffs:
• VIEW worker to in-house training 

coordinator (if available); 
• depends on what is available in 

the individual locality

Incoming – Other 
System:
• none Outgoing – Other 

System:
• none

After Work:
• Maintaining updated 

information for work 
shops and seminars; 

• tracking results and 
feedback from the 
workshops; 

• feedback on client 
compliance with 
attendance; 

• reassessment of client 
capabilities; 

• giving the workshops; 
• local systems used for 

tracking and statistical 
information

Cost Drivers:
• additional tracking costs 

either manually or with 
local system , 

• supportive services, 
• possibly additional staff 

or contractors, 
• paper intensive, 
• increases client contact 

-documentation, 
• reception costs, 
• worker time…. 

Integral Process:
• VIEW program policy; 
• local procedural policy, 

funding/appropriations;
• facility management

Peripheral Process:
• Local one stop centers
• Community service providers

Redundancies:
• Another paper file on 

each participant; 
• additional data base 

tracking with same 
basic info on the client 
(ADAPT and ESPAS 
with additional info)

Issues
• Funding not readily 

available

Number of Client 
Visits
• Varies per agency and 

per client needs.

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: VIEW Develop 
Supportive Services 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Worker knowledge of existing resources 
• Knowledge of client issues/barriers 
• Incorporation in policy of statewide best practices 
• Policy requirements for service provision without clear guidance 
• Limited/lack of funding to meet policy requirements. Local agencies are left to 

develop resources(both financial and manpower)   to meet demands. 
• Applying for grants, to meet funding deficiencies, adds layers and consumes 

manpower hours. 
• Limited access to training 
• Services not specific to population needs..have to be developed and/or modified. 
• Need time and skill to develop community services. 

 
2. Existing Outputs 
 

• Varies statewide.  Clients transferring between localities receive different level of 
services.   

• Agencies that receive additional funding through grants able to develop and 
provide a wider range of service options to meet hard to serve needs. 

 
3. Current Information System 
 

• No info sys that supports this 
• Localities have to develop systems for tracking and program/supportive services 

development. ESPAS not complete for management of program. 
 
4. Current Outcome 
 

• Not a focus enterprise wide.  Clients cycle on and off assistance as resources not 
available to identify or meet the hidden issues.  “Recycling” is a symptom of the 
lack of thorough and consistent holistic needs assessment and ensuing 
supportive services responses. 

 
 



Exercise 5 — Sub-process Name: VIEW Develop Supportive 
Services 

 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
3. Changes to the Sub-process that are currently underway in the Department: 
 

• None   
 
4. Existing Issues that will be corrected by the “change in progress”  
 

• None 
 
5. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: VIEW Develop Supportive 
Services 

 
CONSTRAINTS AND BARRIERS TO CHANGE 

 
Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Funding. 
• State statistics, reporting and policy focus is on job placement and work 

activities(narrowly defined).  Self sufficiency is a relative term…. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Work first with lack of identification of issues and/or support in employment 
• Lack of alignment between revised policy and static measurement system. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Clients only need help with day care and transportation to get jobs. 
 
 

Exercise 7 — Sub-process Name: VIEW Develop Supportive 
Services 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME  



Varies  
 
ELAPSED WORKLOAD 
Varies  
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-

process? 
 

• Work first approach.  Everyone is employable with very little recognition of the 
supports needed to sustain employment. 

• State has offered training on how to find and apply for grant funding.  
• The state has begun to incorporate findings from prior grant activity into policy 

but has failed to provide funding to meet needs. 
• Potential service providers may be assigned to a large geographic area and 

inaccessible to the client. 
 

 
2. Describe the informal organization required for individuals to be effective in 

their jobs. 
 

• Personal connections 
 

 
3. Describe the significant variations observed during local visits. 

 
• Variation on who may be responsible for this activity, ranges from VIEW worker 

to a specialized process for grant writing, contracting, or other means. 
• Variations in services that are provided. 
• Variations in partnerships that may be developed to meet service needs. 

 
 
 

Exercise 8 — Sub-process Name: VIEW Develop Supportive 
Services 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Establishment of best practices. 
• Established partnerships with community partners. 
• Co-location of agency staff and community partners for ease of client access. 
• Grant identification and application. 



• Training on hidden disabilities and the impact on training and employment and 
accommodation needs. 

• Client education to promote self advocacy. 
• Publicize partnerships that work well including contacts. 
• Promote collaboration among localities – where to find it and how to make it 

work. 
 

 
Exercise 9 — Sub-process Name: VIEW Develop Supportive 

Services 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Process to identify and team with community resources 
 
2. Existing Outputs 
 
3. Current Information System 
 

• Availability of automated information 
 
4. Current Outcome 
 

• None 

 



Exercise 10 — Sub-process Name: VIEW Develop Supportive 
Services 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Restructure funding for VIEW.   
• Align reporting with policy requirements.  Standard that agencies are held to has 

not been readjusted for changes in policy. 
 
2. Outputs 
 
3. Outcomes 
 
4. Use of Technology 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: VIEW 
Services –Intake 

 
Context Diagram 

 

Purpose:
• Assessment of client 

circumstances, 
• needs for employment services 

and other supportive services to 
become self sufficient .

• To assist client in obtaining 
employment

Trigger:
• TANF approval 

and referral/the 
Queue to VIEW

Inputs:
• ADAPT-Queue (client 

name, case number, 
client ID, date referred 
to the QUEUE,  
worker number for 
client who referred), 

• searching ADAPT for 
client demographics, 

• client interview/initial 
assessment, 

• client self assessment 
form, 

• eligibility case file , 
• Literacy tests, 
• screening for hidden 

disabilities , 
• information from other 

service programs.

Outputs:
• Letter scheduling initial 

assessment, 
• Agreement to participate, 
• Activity and Service Plan , data 

entry into ESPAS, 
• referrals for supportive services, 
• entry in local system for tracking 

and service payments (Harmony 
or Thomas Brothers)

• Child care service referral 
application

Outcome:
• Agreement to 

Participate and Activity 
and Service Plan. 

• Coordination with other 
service programs. Handoffs:

• 1. QUEUE to Supervisor/person 
responsible for assignments from 
QUEUE-

• 2. assignment to worker-
• 3. worker to clerical for paper file 

set-up-
• 4. file to worker, 
• 5. back to eligibility worker 

ADAPT data entry/case action in 
ADAPT.

Incoming – Other 
System:
• ADAPT

Outgoing – Other 
System:
• Local systems

After Work:
• none

Cost Drivers:
• Paper driven, 
• labor driven, 
• copying, 
• no shows and 

rescheduling, 
• dual workers and 

systems.

Integral Process:
• TANF approval, 
• program policy, 
• training, 
• Appeals
• Child care
• Transportation
• Food stamps
• Medicaid
• Fraud
• Informal QA
• Block grant reporting

Peripheral Process:
• Referral for suppportive 

services/programs-Day care, 
• DRS, 
• Housing, 
• Family and Child Services, 
• Adult Ed, 
• WIA - One Stop Centers, 
• Grant Services, etc. 
• CPS
• Employment service org

Redundancies:
• Completion of self 

assessment form which 
includes duplication of 
demographics and 
other client information.

• Some redundancies in 
the information 
gathered in the benefit 
interview and initial 
assessment interview 
for VIEW.  

• A benefits and a VIEW 
worker duplicating 
information in separate 
paper files/separate 
responsibilities in 
ADAPT/ESPAS.

Issues
• Not VIEW until approved for TANF / 

repeated visits, interviews, and 
information, 

• dual workers( one for TANF eligibility 
and one for VIEW)

• Administrative deficiency at different 
localities (some have in benefits 
some in services)

• Language and cultural issues

Number of Client 
Visits
• should be one

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: VIEW 
Intake 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Duplication of info gathered – both EW and VIEW worker 
• 2nd paper file 
• 2 workers involved with client – TANF and VIEW – back and forth with info; 

dependent on each other for actions taken on case; inefficient handoff and allows 
for confusion on part of client 

 
2. Existing Outputs 
 

• No systems interaction between ADAPT and services programs systems 
• Don’t always have full assessment when initial agreement and service plan are 

developed causing adjustments to the service plan later in process needlessly 
• Lack of holistic needs assessment and ensuing supportive services (client 

recycling) 
 
3. Current Information System 
 

• ESPAS is designed for state reporting for the feds and not for locals – info not 
complete enough 

• ESPAS does not have a documentation function; does not hold entire record 
• Does not pull info off of ADAPT even though it is a subsystem of ADAPT 
• Reporting process from ESPAS data is deficient 

 
4. Current Outcome 
 

• None that haven’t already been stated 
 
 

Exercise 5 — Sub-process Name: VIEW Services - Intake 
 
Changes to the Sub-process 
 
Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Each locality develops a yearly plan of how they administer VIEW services.  Plan 
may change from year to year and will vary greatly from locality to locality. 

 
2. Existing Issues that will be corrected by the “change in progress”  



 
• None known 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known 
 
 

Exercise 6 — Sub-process Name: VIEW Services - Intake 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Retraining issue 
• Current Policy 
• Stovepipe between TANF and VIEW 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Always separation between TANF and VIEW 
• TANF is schizophrenic – VIEW is services but the manual is in TANF; TANF is 

entitlement and VIEW is not – however VIEW does not exist unless recipient is 
receiving or recently closed to TANF. 

• VIEW requires a different set of skills than eligibility 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• VIEW is a services program 
• VIEW has to be separate from eligibility 

 
 

Exercise 7 — Sub-process Name: VIEW Services - Intake 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
Varies, no longer than 30 days from referral date 
 
ELAPSED WORKLOAD 
varies 
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-

process? 
 



• Specialized workers increases of number of client contacts, case files 
• VIEW requires a wide variety of skills that are different from eligibility * 
• VIEW workers are not compensated according to skill level needed * 
• VIEW and eligibility workers have difficulty communicating and supporting each 

other as a team; the separation between services and eligibility workers is 
mirrored here; however, VIEW belongs to neither – or both 

 
• those who do employment services only or ES and Benefits combined 

 
2. Describe the informal organization required for individuals to be effective in 

their jobs. 
 

• VIEW workers develop own support system within agency and outside agency 
with providers of supportive services and employers 

• Internal and external partnerships and collaborations are essential. 
• Teamwork – learning and sharing talents, skills, and knowledge. 

 
3. Describe the significant variations observed during local visits. 
 

• Size of agency and resources has impact on client services that are available 
• Who does the VIEW program – some have VIEW combined with eligibility in one 

worker, other have the historical separation 
• Availability of WIA sites – skills source centers to help provide supportive job 

search services to clients (WIA refers to One-Stop Centers) 
• Group’s assessment / orientation vs. individual job skill classes in house vs. 

contracted out One-Stop co-locate with VEC vs. separate. 
 
 

Exercise 8 — Sub-process Name: VIEW Services - Intake 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• One worker concept 
• Team concept – TANF and VIEW worker are located together, work together and 

have the same supervisor 
• Co-location of workers-both agency and service providers 
• Multi-disciplinary case staffings 
• Initial activity and service plan include a general overview of VIEW activity and 

goals along with specific short term goals and activities to cover a locality defines 
initial work readiness timeframe. 

 
 
 
 



Exercise 9 — Sub-process Name: VIEW Services - Intake 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Documentation capability in ESPAS 
• Teaming workers, locating them next to each other to coordinate service/benefit 

delivery. 
 
2. Existing Outputs 
 

• Template Activity and Service Plan on line for worker completion 
 
3. Current Information System 
 

• Documentation capability on ESPAS 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: VIEW Services- Intake 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Consider consolidated responsibilities of TANF/VIEW (one worker) 
• Simplified automated eligibility dates process. 
• Automate work process, needs to be paperless. 
• All assessments should be on-line and populated during the client interview. 
• The activity and service plan needs to be part of the automated process with print 

capability. 
 
2. Outputs 
 

• Computer generated forms and letters…appointment letters and notifications. 
 
3. Outcomes 
 
4. Use of Technology 
 



• ESPAS should feed ADAPT information on case actions and generate 
appropriate action on ADAPT with generation of notices and alert to worker. 

• ADAPT and ESPAS should feed each other…info in once and eliminate duplicate 
data entry.  

• Electronic case management system. 
 



VSSS As Is Analysis: - Exercise 3 — Sub-process Name: VIEW 
Services –Job Development 

 
Context Diagram 

 

Purpose:
• Find appropriate 

employment/work 
experience/OTJ for client.

Trigger:
• needs of client

Inputs:
• Local job market 

indicators, 
• client assessment , 
• job availability with 

employers,
Outputs:
• CWEP/FEP/OTJ 

agreements with employer. 
• CWEP/FEP contract with 

client.

Outcome:
• CWEP, 
• FEP placement, 
• Job

Handoffs:
• VIEW Worker to Cwep coordinator

Incoming – Other 
System:
• VEC, 
• VAVIEW Outgoing – Other 

System:
• none

After Work:
• Follow up for 

compliance, entry into 
ESPAS and local 
systems

Cost Drivers:
• Paper driven.  
• Staff hours. 
• Field time to establish 

relationships/contracts.

Integral Process:
• Policy and training. 

Peripheral Process:
• Employer contract procedures
• One Stop centers

Redundancies:
• Duplication of 

information.  
• Multiple systems.  
• Multiple case files . 

Issues
• CWEP can only be set 

up with non-profits.  

Number of Client 
Visits
• Varies per agency and 

per client needs.

 



VSSS As Is Analysis: - Exercise 4 — Sub-process Name: VIEW 
Services Job Development 

 
Deficiencies and Inefficiencies 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Lack of worker job skills. 
• 2nd paper file 
• Possibility of multiple workers involved with client – VIEW, job developer, Cwep 

coordinator, and eligibility worker- back and forth with info; dependent on each 
other for actions taken on case; inefficient handoff and allows for confusion on 
part of client. 

• Lack of integrated connections with One Stop centers 
• No integrated system connecting employees, job seekers, One Stop centers, 

TANF / VIEW at local or state level. 
 
2. Existing Outputs 
 

• No automated communication in coordinating services.  A lot of phone work and 
e-mails.  Mainly paper driven/supported.   Needs to be automated. 

• No systems interaction between ADAPT, Services programs systems, ESPAS, or 
locally developed systems. 

• Duplicate entry into ADAPT, ESPAS, and local systems. 
• Skill level of workers. Ongoing training needs. 
• Paper forms….no templated or automated forms.  

 
3. Current Information System 
 

• ESPAS is designed for state reporting for the feds and not for locals – info not 
complete enough to support local agency needs for managing program. 

• ESPAS does not have a documentation function; does not hold entire record 
• Does not pull info off of ADAPT even though it is a subsystem of ADAPT 
• Reporting process from ESPAS data is deficient 
• No connection or access to One Stop placement and reporting system. 

 
4. Current Outcome 
 

• None that haven’t already been stated 
 
 

Exercise 5 — Sub-process Name: VIEW Services – Job 
Development 

 
Changes to the Sub-process 
 



Define the following for the existing Sub-Process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None known 
 
2. Existing Issues that will be corrected by the “change in progress”  
 

• None known 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• None known 
 
 

Exercise 6 — Sub-process Name: VIEW Services – Job 
Development 

CONSTRAINTS AND BARRIERS TO CHANGE 

Define the following for the existing Sub-Process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Training issues for the hard to serve population. 
• Current Policy 
• Stovepipe between TANF and VIEW and developed local systems. 
• Job development is not always an assignment within VIEW/DSS and may have 

conflicting priorities. 
• Lack of staff who do job development. 
• View workers may not have the skills for job development nor time to devote to 

this activity.  Support to develop skills is not always there. 
• Misalignment of client goals between multiple workers. 
• Potential for miscommunication between clients, workers, and workers. 
• Lack of services for VIEW clients at the One Stop centers 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lack of prioritization for VIEW clients’ job development  as well as lack of 
positions for same. 

• Job Development requires a different set of skills than eligibility or other VIEW 
activities. 

• System changes 
• Lack of knowledge about hidden issues as they relate to appropriate job  

placements for clients. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 



• Attitude towards client motivation.  Standing issues of laziness, not wanting to 
work but would rather take advantage all of programs available. 

• Preconceived notion about the type of occupations that are appropriate for VIEW 
clients. 

 
 

Exercise 7 — Sub-process Name: VIEW Services – Job 
Development 

 CULTURAL IMPACT AND VARIATIONS ACROSS LOCALITIES 

CYCLE TIME   
Varies-Clients have to be in a work activity by the 90th day following referral to VIEW. 
 
ELAPSED WORKLOAD  
varies 
  
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-

process? 
 

• Specialized workers increases of number of client contacts, case files 
• Each job specialty requires a wide variety of skills that differ. 
• Job developers  are not compensated according to skill level needed 
• Multiple workers have difficulty communicating and supporting each other as a 

team;  
 

2. Describe the informal organization required for individuals to be effective in 
their jobs. 

 
• Workers develop own support system within agency and outside agency with 

providers of supportive services and employers 
• Local job development networks (DRS,WORC, WIA) 

 
3. Describe the significant variations observed during local visits. 

 
• Size of agency and resources has impact on client services that are available 
• Who does Job Development– VIEW workers, WIA staff, contractors, VEC 
• Availability of WIA sites – skills source centers to help provide supportive job 

search services and job develop services to clients 
 
 
 
 
 
 
 
 
 



Exercise 8 — Sub-process Name: VIEW Services – Job 
Development 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Career centers within local agencies. 
• Team concept – TANF, View, and job developers located together, working 

together under joint supervision. 
• Establish partnerships and relationships within the community. 
• Multi-disciplinary case staffings. 
• Early screening for hidden disabilities. 
• Early identification of clients strengths and skills. 

 
 
 
Exercise 9 — Sub-process Name: VIEW Services – Job 

Development 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Teaming workers, locating them next to each other to coordinate service/benefit 
delivery. 

• Dissemination of best practice models. 
• Training on identification of hidden disabilities and strength based service 

delivery. 
• Attend or sponsor job development networking meetings among the 

organizations who share an employment service mission with community 
partners. 

 
2. Existing Outputs 
 
3. Current Information System 
 

• No current information system other than locally developed systems. 
 
4. Current Outcome 
 

 



Exercise 10 — Sub-process Name: VIEW Services- Job 
Development 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Consider consolidated responsibilities of TANF/VIEW. 
• Automate work process, needs to be paperless. 
• All assessments should be on-line and populated during the client interview. 
• The activity and service plan needs to be part of the automated process with print 

capability. 
• Develop process and automated connections to support formal collaboration with 

job developers in other ESO. 
 
2. Outputs 
 

• Computer generated forms and letters…appointment letters and notifications. 
 
3. Outcomes 
 
4. Use of Technology 
 

• ESPAS should feed ADAPT information on case actions and generate 
appropriate action on ADAPT with generation of notices and alert to worker. 

• ADAPT and ESPAS should feed each other…info in once and eliminate duplicate 
data entry.  

• Program management reports generated from the automated system. 
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Exercise 3 — Sub-process Name: Common Appeals 
 

Context Diagram 
 

Purpose:
• Client concern receives due 

process hearing to determine 
if policy action was applied 
correctly

Trigger:
• Client files appeal on 

an action
Inputs:
• Policy
• Case record (action)
• Findings (action of the worker 

conference)
• Appeals summary
• Client and/or legal rep 

testimony and evidence
• Local agency or legal rep 

testimony and evidence
• Outside sources
• Testimony and evidence
• Precedent (if service appeal)

Outputs:
Local
• Agency generated case 

record
• Findings (action of the 

worker conference)
• Appeals summary
• Case documentation
• Validation
Hearing
• Hearing officer findings 

(action to be taken)
• Policy changes 
• Procedural changes
• Transcript
• Subpoenas
• Hearing notice – entry to 

AATS

Outcome:
• Resolution of the issue

Handoffs:
• State appeals
• Local agency
• For services, clerical – copy to 

case file (state Hearing Officer), 
another copy to client

• Supervisor
• Worker – validation (appeals 

tracking coordination)
• Hearing Officer - notices
• Worker conference
• Hearing Officer
• Local office
• Data entry
• Supervisor

Incoming – Other 
System:
• Collective for all 

process

Outgoing – Other 
System:
• Court system (if appeal 

to a higher level)

After Work:
• If no acceptable 

resolution, if it goes to 
court

Cost Drivers:
• Paper
• Teleconferencing
• Legal fees
• Attorney fees
• Photocopies 
• Rework of case
• Courier
• Info not used across policy, 

cases, program
• Prep work for hearings
• USPS
• Reconstruction of case 

record to prevent loss

Integral Process:
• Teleconferencing
• Policy
• Program administration
• Courier service Peripheral Process:

• Fraud
• QA

Redundancies:
• Replication of the case 

record
• Creation of an appeals 

summary
• Re-entry / re-typing 

appeal info – including 
summary 

• Rescheduling appeal 
• Re-noticing parties

Issues
• Number of hand-offs 

due to state / local 
structure

• Internal manual tracking
• Labor intensive
• Paper intensive
• No proper feedback 

from findings
• No collaboration with 

other indicative info to 
help manage better

• Lost files

Number of Client 
Visits
Up to 3 visits
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Exercise 4 — Sub-process Name: Common Appeals 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Conversely appeal processing is not integral to the case in existing systems. 
• Training of local staff varies and is limited. 
• Variation in local practice around single point-of-contact. 
• There is a lack of communication on appeals between agencies and programs. 
• There is no root cause analysis done when Appeals are filed that might 

contribute to improvement in case management. 
• Not all localities have an appeal/hearing process and staff - it varies between 

sites.   
• If an appeal is resolved at the local level, the State never hears of it.   
• Lack of local preparation for Appeals impacts hearing officer’s ability to hear the 

whole local story. 
• Hearing officers rely on paper cases. 
• Inconsistency in human services philosophies result in more punitive actions in 

some localities. 
 
2. Existing Outputs 
 

• ADAPT codes designated to ID that a case is in appeal are not used correctly by 
workers. 

• Information resulting from appeals is not shared with other compliance functions, 
nor is it shared with local agencies.  

• Cross-pollination of info with other corrective action tools is missing. 
• Data that summarizes the types of situations that generate appeals, is stored in 

the AATS (Administrative Appeals Tracking System), but is not available for 
research by local systems.   

• No quantitative data has been generated for the cost of an appeal. 
• Numbers and types of appeals by location, program or workers are not 

generated. 
• Appeal withdrawals are noted, but the reason for the withdrawal does not get 

reported. 
 
3. Current Information System 
 

• Does not effectively use existing systems as a component of Sub-process. 
• AATS is Appeals system – is not available for research or documentation for 

local agency or case record. 
• AATS is a single purpose system used to open and track appeals. 

 
4. Current Outcome 
 

• Should be considered for impact as precedent – As in court decisions. 
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Exercise 5 — Sub-process Name: Common Appeals 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• No current change planned to better link outcome to local delivery of services. 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 

Exercise 6 — Sub-process Name: Common Appeals 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• State-responsible function is focused on appeal processing and not on the root 
cause at point of service delivery. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Perceived, solely, as a “due process” function. 
• State Appeals office “owns” the information/outcome from the process 

stovepipes. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• State functional ownership – same approach to function at DMAS. 
 
 

Exercise 7 — Sub-process Name: Common Appeals 
 
CYCLE TIME 
 

• 30 days 
 
ELAPSED WORKLOAD 
 

• Benefits – 2 hours 
• Services may take much longer, depending upon the number of witness 

interviews. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
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• Separation/confidentiality is taken to the strictest level. 
• Training curriculum development not assigned. 
• Proprietary interest in information given once to any entity. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Reliance on attorneys for guidance. 
• Informal sources of information for local worker to prepare for hearing. 

 
3. Describe the significant variations observed during local visits. 
 

• Level of knowledge and training. 
• Variation in local practice around single point of contact. 
• Levels of specialization at local offices in appeal preparation. 

 
 

Exercise 8 — Sub-process Name: Common Appeals 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Concern about best interest of the client. 
• Both client and agency can have representation. 
• Appeals function maintains CPS appeals information in OASIS. 
• Local offices can request an administrative review of a hearing officer’s findings. 
• State appeals reviews from two considerations:  Did the hearing officer apply 

policy properly?  Is a policy change needed? 
 
 

Exercise 9 — Sub-process Name: Common Appeals 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Standardize local approach to single point-of-contact. 
• Appeals training for local staff. 
• Research state policy on appeals and if allowed, initiate more open sharing of 

outcome information. 
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• Encourage local worker conference as a first step in appeals process – client 
pursuit of administrative remedy prior to following through with a hearing. 

• Benefits - standardized templates for documentation required from local. 
• Establish an organizational structure that has a single/common policy authority 

for all local offices. 
• Centralized system with a POC at each local agency. 
• Consistent local policy and process for local appeals and hearings. 
• Better mode of communication with local offices. 
• More streamlined interaction between State and local offices. 

 
2. Existing Outputs 
 

• Regular policy updates (meetings, teleconferencing or other communication tool) 
for local and State policy users. 

• Sharing common policy clarification via a data system with Appeals, Fraud, QA, 
trainers, program policy in order to get cross-functional input internally at the 
State, before putting the update in the online manual. 

• A single designated section for indexing policy updates, hyperlinked or otherwise 
associated with the section or sections being updates – must be organized for 
easy reference. 

• More integration of client-based data across programs and systems. 
 
3. Current Information System 
 

• Use of case management documentation facility to record/document appeals 
events/summary/findings. 

• Use of same facility for hearing officer findings. 
• Use of calendaring quick fix to support local hearings responsibilities. 
• Redesign of the AATS system to be more integrated with other case 

management systems. 
• Ability to view case management systems during the hearing process. 
• Teleconferencing infrastructure updated. 

 
4. Current Outcome 
 

• Research, review, training; like case law. 
 
 

Exercise 10 — Sub-process Name: Common Appeals 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Reduce the number of handoffs. 
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• State function access to (and use of) existing systems to support appeals 
process. 

• Policy used to support action identified by system. 
• Tightly integrated Sub-process into local operations. 

 
2. Outputs 
 

• Availability of Appeal system documentation to localities for review of the State’s 
initial recording of the Appeal situation and on-going documentation of the 
appeal. 

• Availability of hearing findings for research, review, training in same way. 
 
3. Outcomes 
 

• Precedent setting decisions readily available to program policy personnel and 
shared with local offices. 

• Results and outcomes should consistently be shared to enhance learning and 
continued program improvement. 

 
4. Use of Technology 
 

• Closer integration of Appeals to Fraud, Quality Assurance, Claims information to 
identify trends, opportunities for retraining, corrective action, etc. 

• Should not be separate sub-system. 
• A higher level of functionality in a rules-based system could provide a means for 

incorporating precedent in routine processing. 
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Exercise 3 — Sub-process Name: Claims (Over-Underpayment) 
 

Context Diagram 
 

Purpose:
• Clear the debt through the 

collection - benefit 
adjustment through 
repayment.

Trigger:
• Overpayment creates a 

debt for client.

Inputs:
• $ amount - $ in repayment / 

recoupment
• Program policy
• Client name
• Address
• Ssn
• Phone
• Tax intercept responses
• Fraud database

Outputs:
• Notices
• Tax intercept letters
• Tax intercept match
• Wage garnishment
• Total reported collections
• Other collection devices

Outcome:
• Repayment in part or whole.

Handoffs:
• 1. worker for entry
• 1a. Supervisor review
• 2. claims – establishment
• 3. worker demand letter
• 4. claims – intercept
• 5. tax office intercept or employer 

garnish
• 6. claims processing intercept
• 7. Repetitive until claims paid off
• 8. Fiscal – payment entry
• 9. DMAS post-payment review

Incoming – Other 
System:
•

Outgoing – Other 
System:
•

After Work:
• worker handling 

successive notice
• fiscal posting and 

reporting
• fiscal finance function 

dollars
• case management -

sanctions - even if case 
closures, still an active 
claims case

Cost Drivers:
• paper-based
• staff hours
• can become delinquent, 

multiple systems
• appeals on amount
• different than any other 

receivables.

Integral Process:
• Program policy
• Program case 

management
• Fraud
• Fair hearings
• QA

Peripheral Process:
• State / federal tax programs
• Lottery

Redundancies:
• repeated notices
• number of different 

systems for claims 
management and 
tracking

Issues
• These would be reduced 

by better worker accuracy 
and upfront fraud 
reduction.

Number of Client 
Visits
No client visits to office
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Exercise 4 — Sub-process Name: Claims (Over-Underpayment) 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• No penalty for delinquency. 
• Not using other collection methods. 
• Address changes in ADAPT not folding into claims capability 
• Multiple notices. 
• Limited authority for use of other collection tools (like case). 

 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 
Exercise 5 — Sub-process Name: Claims (Over-Underpayment) 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Food stamps claims tracking being integrated into ADAPT. 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
 
Exercise 6 — Sub-process Name: Claims (Over-Underpayment) 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Correct multiple systems issue. 
• Limited IT resources. 
• Limited testing resources. 
• Single program resolution. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
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• Program separation. 

 
 
Exercise 7 — Sub-process Name: Claims (Over-Underpayment) 

 
CYCLE TIME  
 

• N/A 
 
ELAPSED WORKLOAD 

• N/A 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Reluctance to impose penalties and timeframes. 
• Causes us not to manage with same fiscal professionalism as other fiscal 

responsibilities. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Oral communication between worker and fiscal due to lack of system information. 
 
3. Describe the significant variations observed during local visits. 
 
 
Exercise 8 — Sub-process Name: Claims (Over-Underpayment) 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Tax intercept 
• Food stamps claims into ADAPT. 
• On fraud-related op tracking and reminding worker to enter into ADAPT. 
• Collection indicator in ADAPT for worker to act upon. 

 
 
Exercise 9 — Sub-process Name: Claims (Over-Underpayment) 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
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1. Work Process 
 

• Evaluate contracting out collections function, and do so if feasible. 
 
2. Existing Outputs 
 
3. Current Information System 
 
4. Current Outcome 
 
 
Exercise 10 — Sub-process Name: Claims (Over-Underpayment) 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Simplify claims standardized process on a single system for all programs 
(including information from DMAS as part of whole case management picture). 

• Add all program claims into ADAPT. 
• Due process noticing without worker intervention. 
• Include as one more accounts receivable – not just welfare overpayment 

collections. 
 
2. Outputs 
 

• Make collections reporting an ongoing management tool. 
 
3. Outcomes 
 

• Enhance local’s ability to improve collections results. 
 
4. Use of Technology 
 

• Build on collections indicator in ADAPT. 
• Fully automate Claims function, and the interaction of the claims function with the 

findings information from fraud, appeals and quality assurance. 
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VSSS As Is Analysis: - Exercise 3 — Sub-process Name: Customer Contact 
 

Context Diagram 
 

Purpose:
• Inquire about available 

services/benefits, 
• request services/benefits, 
• return requested documents, 

to update files, 
• obtain services or 

documents/documentation, 
• provide verifications, 
• coordinate services. 

Trigger:
Customer contact:
• Walk-in, 
• mail-in, 
• call-in, 

appointments,
• faxes, 
• e-mails, 
• worker initiated 

contactsInputs:
• Local agency 

procedures, 
• client circumstances , 
• client request, 
• program/service rules, 
• inquiries on Adapt/

Oasis/other local 
systems

Outputs:
• Response, referral to a 

service, 
• application for a benefit, 
• provide a service, 
• provide information (verbal 

or written).  
• Sharing information 

Outcome:
• Quality customer 

service.  
• Needs resolution.  
• Answering the customer 

inquiries. 
• Coordination of service 

delivery 
• Determination of 

eligibility .

Handoffs:
• 1. Reception  
• 2. clerical screeners  
• 3. eligibility worker (s)  
• 4. supervisor(s)  
• 5. clerical  
• 6. Service worker(s) 
• 7. Service Supervisor (s)  
• 8. mail clerk  
• 9. community  
• 10. contractor 
• 11. Courier  
• 12. US mail  

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• none

After Work:
• Documentation.  
• Follow up on service 

delivery. 

Cost Drivers:
• Duplicative processes 

and procedures for 
multiple program areas. 

• Repeated collection of 
data for each 
specialized workers and 
request. 

• Paper driven process.  
• No shared data 

collection systems .

Integral Process:
• Training.  Policies . 

Procedures. 
• I&R. 
• Organization structure.
• Organizational / cultural.

Peripheral Process:
• Community resources and 

processes. 
• Other agencies processes/

procedures.  

Redundancies:
• Multiple contacts for the 

same information. 
• Repeated handoffs for 

specialized services . 
• Duplicate requests and 

processes.

Issues
• Multiple workers 

(specialized ), 
• workers in different 

locations, 
• different reception 

areas for different 
progams.  

• Training.  
• Too much paper with no 

shared information 
system.  

• Complicated processes. 
• Overtaxed workers.  
• Lack of knowledge 

about client diversity 
and hidden issues.

• Language and cultural 
issues

Number of Client 
Visits
• varies
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VSSS As Is Analysis: - Exercise 4 — Sub-process Name: Customer Contact 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Multiple specialized entry points required for different customer needs. 
• Specialized services are sometimes housed at and provided from different 

locations.  
• Availability of Customer Contact training. 
• Staff lack of knowledge of the various programs and available resources. 
• Repeated gathering of the same client information by various staff. 
• Workers closing or denying cases without adequate client follow-up. 
• Lack of follow-up by staff. 
• Lack of client responsibility and accountability. 
• Lack of staff monitoring, and accountability. 
• Policy development and management does not adequately provide for quality 

Customer Contact– more compliance driven. 
• VSSS systems and processes are reactionary – impact on other VSSS functions 

and LWA is not adequately considered. 
• Lack of caseload standards and a constant expectation for absorption of 

increased workloads and degrees of complexity. 
• Processes are overly focused on the need for face-to-face contacts. 

 
2. Existing Outputs 
 

• Referrals; Lack of easily accessible Information about other services, agencies, 
businesses. 

• Level of expertise while Counseling and/or advising and making referrals. 
• Different eligibility requirements and outcomes for Services and Programs 
• Business Services and Products. 
• Lack of automated services and products - Paper Form(s) Intensive. 

 
3. Current Information System 
 

• No shared electronic tracking of clients, service requests, and outcomes. 
• Inadequate electronic Customer Contact files, with customer 

information/documentation for easy retrieval and use. 
• No client access to their information from an outside location – i.e. Customer 

Website. 
 
4. Current Outcome 
 

• Focus on Program Compliance with little emphasis on Customer Satisfaction 
• Manual Customer Contact processes are usually time-consuming. 
• Inadequate sampling of customers to accurately determine the level of Quality of 

Services or Programs (QC samples are not enough; QC does not review some 
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important quality factors; no seeking of client input for service and process 
improvement). 

• Lack of agency initiative/commitment to hire for/teach/reinforce quality customer 
service. 

 
Exercise 5 — Sub-process Name: Customer Contact 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• State and Local Strategic Planning. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• Timeliness 
• Accuracy 
• Quality 
• Client Access 
• Model of Service Delivery 
• Culture 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Existing Program and Process Stovepipes. 
• Lack of effective coordination of State and Local priorities and efforts. 
• Culture that exists in the old “welfare” business model. 

 
 
Exercise 6 — Sub-process Name: Customer Contact 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Organizational Structure. 
• Department’s inability to handle Non-English speaking clients. 
• Budget. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Staff lack of respect for clients, co-workers. 
• Lack of trust between state and local staff. 
• Lack of ownership of problems and responsibilities. 
• Reactionary Culture 
• Current attitudes about “Welfare” programs impacts state funding allocations. 
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• Current attitudes toward “Welfare” clients. 
• Loss of focus (at all levels) that our purpose is to assist the client. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Prejudice regarding client truthfulness and accuracy when reporting 
circumstances. 

• Conflicting message between work ethic and parental responsibilities. 
• Self-centered rather than client-centered worker response.  
 

 
Exercise 7 — Sub-process Name: Customer Contact 
 
CYCLE TIME 
 

• Varies 
 
ELAPSED WORKLOAD 
 

• Varies 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Negative attitudes affect community perceptions, which indirectly affect funding, 
procedures, and citizen willingness to apply for assistance. 

• Over extension of authority (i.e. documentation and verification requirements). 
• Fixes cause additional layers rather than collapsing of process. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Informal relationships and communications with other agencies and community 
resource providers. 

• Some localities use of call centers to deal with high volume of calls. 
 
3. Describe the significant variations observed during local visits. 
 

• Walk-In vs. Appointment vs. Mail-In. 
• Variations in assigning responsibility for intake. 
• Specialized vs. Generic. 
• Screening responsibilities. 
• Handling of phone calls.  
• Customer Contact Initiatives (Customer Contact Surveys, Planning, Training). 
• Level of clear direction from local administrations. 
• Lack of follow-up and “enforcement” of agency customer service initiatives. 
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Exercise 8 — Sub-process Name: Customer Contact 
 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of calendaring tool shared by reception, screeners, workers, supervisors 
o Scheduling 
o Appointments 
o Rescheduling 
o Notations 

• Single worker start to finish before any handoff. 
• Accepting walk-ins best practice for client. 
• Screening for all programs one-time up-front. 
• Use of Multi-Disciplinary Teams in Service Planning. 
• (Joint Interviews with the client and Client Service Team.) 
• Customer Surveys and Feedback. 
• Workload and Performance standards identified and quantified. 
• Pay for Performance Evaluations. 
• Established Best Practices. 
• Retention-mode efforts/Co-location of staff screening across program areas. 
• Weekly workshop-help session for clients on how to apply for assistance. 
• Call to clients (found Sunday afternoon the best time) to remind of appointments. 
• Co-location of units – Services and Eligibility. 
• Hiring practices that focus on a person’s motivation to work with the public, 

combined with a capability to do detailed work, along with the soft skills of 
customer care and ability to work with complexity. 

• New worker orientation – talk with new staff about agency goals, values and 
acceptable behavior. Make clear their role in assisting people.  Educate. 

• Modeling of behaviors that are part of local agency culture, and nurture and 
support those behaviors in staff. 

• Agency set “vision” for the culture of the organization – set standard business 
practices. 

• Create business hours, processes and access that are client friendly. 
 
 
Exercise 9 — Sub-process Name: Customer Contact 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
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• Screening for all programs one-time up-front. 
• Co-location of Multi-Disciplinary Teams. 
• Customer Contact Training. 
• Training staff for knowledge of the various programs and available resources. 
• Establish procedures for client follow ups to be conducted during normal work 

processes and prior to denial or closure. 
• Set standards for appropriate client conduct to be reviewed and signed by client 

(Client Accountability and Responsibilities). 
• Set performance standards and evaluate/use customer feedback. 
• Address areas of rework and barriers. 
• Use of language services for communicating with non-English speaking clients. 
• WI System – direct line to workers. 
• Explore connections with other programs. 
• Professional development – train staff on needed skills beyond policy training. 
• Examine how we communication with clients – phone messages, forms and 

“language” used. 
• Apply strength-based client services. 

 
2. Existing Outputs 
 

• Online, “Paperless,” Applications. 
• Online, “Paperless,” Referrals to other resources. 
• Electronic tracking of service requests and outcomes. 
• Identify opportunities for electronic case files, and case 

information/documentation for easy retrieval and use. 
• Establish and maintain a database of government and community resources with 

field sorting capability. 
 
3. Current Information System 
 

• Shared electronic tracking of clients, service requests, and outcomes. 
• Electronic Customer Contact files, with customer information/documentation for 

easy retrieval and use. 
 
4. Current Outcome 
 

• Automate Customer Contact processes. 
• Adequate sampling of customers to accurately determine the level of Quality of 

Services or Programs. 
• Follow-through on creating connections between programs. 
• Current attitudes toward “Welfare” clients. 

 
 
Exercise 10 — Sub-process Name: Customer Contact 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
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1. Work Process 
 

• Align program policy to allow for unification of requests for verifications and to be 
distributed across all programs and services as needed. 

• Clear vision and goals that are client friendly and reduce layers. 
• Policy development and management that provides for quality Customer Contact 

and compliance. 
• Development of systems that will allow for proactive action on processes that 

also considers the impact on other VSSS functions and LWA. 
• Establish a caseload standards process that adjusts for increased workloads and 

degrees of complexity. 
• WI System – Screening that provides screening in multiple systems.  It needs to 

be client focused/friendly. 
• Processes make protected time and non-issue. 

 
2. Outputs 
 

• Client Notices are the only paper if required. 
• Client copy of Statement of Facts. 
• Identify whether paper SOF is required.  Enhance use of electronic rather than 

paper output. 
• Examine whether client preference for type of communication media might be 

used; i.e., email. 
• Notices/Forms available in other languages. 

 
3. Outcomes 
 

• Respect for the client as a consumer of our services is consistent across the 
enterprise. 

 
 
4. Use of Technology 
 

• Client access to their information from an outside location – i.e. Customer 
Website 
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Exercise 3 — Sub-process Name:  Financial Accounting 
 

Context Diagram 
 

Purpose:
• To ensure that the correct 

classification and program 
categories of payments are 
posted to appropriate source 
of funds (funding entered 
appropriately and revenue 
received recorded 
appropriately at local level); 

• to perform analysis on used 
funds vs. identified local 
need

Trigger:
• Payments have 

been made for any 
given cycle

Inputs:
• Financial & statistical 

data received from 
fiscal staff , 

• Case, agency and 
community trends, 

• Budget programs, 
• Workload indicators

Outputs:
• Projections:  

Caseload, 
workload, 
Community needs, 
Demographic 
changes; 

• Referential trend data; 
• Local/State higher level 

reporting; 
• Business Case to State 

DSS Budget Office; 
• Budgeting Output  

Outcome:
• Successful adherence 

to limits of budget and 
allocation ; 

• auditable distribution of 
allocable dollars 
between benefits and 
services ; 

• Reimbursement 
maximized throughout 
the reporting cycle; 

• Accurate projection of 
future FY need. Handoffs:

• From Fiscal to Accounting Team

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• none

After Work:
• Using the data to 

complete administrative 
and accounting reports, 

• Follow-through with 
local approval of future 
FY budget, 

• Follow-through with 
State approval of future 
FY budget, 

• Business case to State 
Budget Office, Local 
Budgeting office.

Cost Drivers:
• Multiple media for data, 
• Multiple formats for 

data, 
• Multiple approvals, 
• Lack of integrated 

electronic data for 
integrated use of 
information.

Integral Process:
• State DSS Budget 

Office, 
• Local Social Services 

Board, 
• Local governing body 

(Council or Board of 
Commissioners)

Peripheral Process:
• State program supervision, 
• Local program administrators

Redundancies:
• Multiple contacts for the 

same information.  
• Repeated handoffs for 

specialized services . 
• Duplicate requests and 

processes. Issues
• Requires both electronic and visual 

(physically manual ) reconciliation of all 
systems data and analyses completed 
other time. 

• Even though the information is in 
ADAPT, State must receive information 
that helps it recognize the payment, or 
it can not be reimbursed.  

• Issue with entry of similar data to local 
data systems.  

• Formula for allocation hasn't changed 
over time; i.e., faster growing areas of 
the state with greater need have not 
been reevaluated for a change in the 
allocation. 

• Communication is lacking in fully 
explaining expected changes to 
elements of statistical/financial reports. 

• The necessary partnership to meet 
together as a team to problem solve 
and resolve these issues does not 
exist.  

• Teleconferencing facility is outdated.  It 
is essentially a one way 
communication - there is no apparent 
perception of joint ownership of joint 
information.

Number of Client 
Visits
N/A



 As Is Findings 

 

VSSS BPR Project  Appendix F – Page 19  
 
 

 

 Exercise 4 — Sub-process Name: Financial Accounting 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• One set of work output does not satisfy all the parties to the Sub-process. 
• Requires multiple inputs, in multiple media, in multiple formats. 
• On the State side, the information submitted by localities to LASER has no 

relationship to the Financial Reporting Sub-process, but should have. 
• On the locality side, local methods are generally a replacement for lack of a 

unified approach statewide. 
• Work processes are manual. 
• If updates to the State system have been delayed, the localities must adjust 

downward. 
• Information must be researched, gleaned, from Fraud Collections, O/P & U/P, 

ADAPT, FS Claims Tracking and other systems 
 
2. Existing Outputs 
 

• Multiple media, multiple formats, differing outputs for each party to the Sub-
process. 

 
3. Current Information System 
 

• No shared information system to manage this Sub-process between State and 
local agencies. 

 
4. Current Outcome 
 

• The labor-intensiveness of the paper-based process is overly costly in 
relationship to what should be routine communication from evident sources. 

 
Exercise 5 — Sub-process Name: Financial Accounting 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
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Exercise 6 — Sub-process Name: Financial Accounting 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Centralized information sources, known information from localities should form 
the core of this Sub-process, with localities only submitting information not 
known; i.e. should be supplemental rather than the initial source of all data. 

• Lack of training in post-information era methodologies at the State level have 
resulted in falling back to paper-based processes, whether or not they are costly 
and labor-intensive for the localities. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Human services business philosophies over how to share the costs of doing 
business.   

• In some cases, there is a tug of war over how to shift costs to the lowest level. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Time-honored methods of carrying out financial accounting and budgeting 
activities. 

 
 

Exercise 7 — Sub-process Name: Financial Accounting 
 
CYCLE TIME 
 

• Varies depending upon the level of automated support. 
 
ELAPSED WORKLOAD 
 

• Varies 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Historical perceptions of appropriate divisions of labor, cost, roles and 
responsibility get in the way of adequately analyzing and problem solving to 
correct this greater than necessary cost. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Relationships. 
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3. Describe the significant variations observed during local visits. 
 

• Levels of tenure among financial and department directors. 
• Years of background of staff that have helped simplify this manual process. 
• Differing levels of trust between localities and the State and vice-versa. 
• Levels of automation at the local level that gather much of the information that 

will be routinely required to follow through on the activities within this Sub-
process. 

 
Exercise 8 — Sub-process Name: Financial Accounting 

 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• None 
 
 

Exercise 9 — Sub-process Name: Financial Accounting 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Train State staff to review available electronic information from State sources. 
• Train local fiscal/financial staff on available data and reports, which could be 

used in the planning process. 
 
2. Existing Outputs 
 

• Identify where paper-based output required for manual reporting can be utilized 
without local reproduction of the information into paper-based formats. 

• Identify opportunities for defining supplementary information is required from 
localities; require only that. 

• Information submitted by localities that can be rolled up from State systems will 
be applied to the Sub-process to the greatest extent possible 

 
3. Current Information System 
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• Identify information available electronically, centrally, in relationship to the 
information that must be secondarily reported by localities, and create the roll-up 
routines necessary to produce the needed data in electronic format only. 

 
4. Current Outcome 
 

• Begin instilling the culture that there is accuracy, sharability and value in 
electronic data. 

• Confirm that there are significant dollars saved in elimination of duplicative, 
manual processing that can be redirected to a higher quality service at the local 
level. 

 
Exercise 10 — Sub-process Name: Financial Accounting 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Eliminate issues around Fraud Collection when a client moves to a new locality.  
Disconnect the policy that fraud collections fund the fraud collection effort, and 
fund fraud collection based on its business value to the enterprise. 

• Remove the ambiguity in policy…instill clarity and make available online with 
routinely updated policy that is simple to search for information to support the 
decision-making effort. 

• Assure that non-routine policy is readily available online and is clear.  Its 
construct should be in a form that provides quick and easy answers to topics 
such as “program and fiscal policy on illegal alien participation in programs and 
services”. 

• Redesign should include on-going training in Financial Accounting methodologies 
and use of electronic data—routinely used tool to support operations and 
reporting. 

 
2. Outputs 
 

• Information researched and gleaned by localities to support this Sub-process 
should be standardized and the reporting of the information should be uniform 
across localities. 

• Centralized State information systems, fed by localities, should produce usable 
information to the individual State programs without local intervention to convert 
the data to paper-based formats specialized to each State program area. 

 
3. Outcomes 
 

• Establish the expectation that there should be little or no expenditure for manual 
paper-based procedures--- that such expenditures directly detract from the State 
and local entity’s ability to pay for high quality services for constituents. 



 As Is Findings 

 

VSSS BPR Project  Appendix F – Page 23  
 
 

 

• Establish the belief that performing manual work in parallel with electronic work 
does not demonstrate stewardship of the public’s funds. 

• Information supplied once to the State centralized financial system should be 
converted to formats required by the State programs and financial offices. 

 
4. Use of Technology 
 

• Eliminate the need for localities to pursue system implementation at their own 
expense. 

• Assure that the work processes (specifically Intake and continuing) are supported 
by universal access to systems, in order to eliminate the manual production of 
program data to support this Sub-process. 
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Exercise 3 — Sub-process Name:  Fiscal - Manage Payment 
Requests 

 
Context Diagram 

 

Purpose:
• To enable payment of a 

program-approved service.

Trigger:
• Fiscal receipt of 

request for payment 
completed by 
program-based worker 
(This may be one to 
many forms, based on 
the locality, or it may 
be a day care worker 
entry into a local 
financial system.)Inputs:

• Fiscal approval, 
• Vendor list, 
• signatures of 

responsible 
authorities-including 
program and vendor, 

• policy

Outputs:
• Warrant register, 
• physical check , 
• pre-check list , 
• Official review and approval

Outcome:
• Proper disbursement of 

payment

Handoffs:
• 1.  Fiscal, 
• 2.  Data Entry, 
• 3. Check production, 
• 4. Mgmt. Sign off, 
• 5.  Official review approval of 

warrant register, 
• 6. Mail Room, 

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• 1.  Fiscal retain Warrant 

register, 
• 2. Bank, 
• 3. County Finance, 
• 4. Fiscal, 
• 5. Program if problem 

resolution required, 
• 6. Fiscal

Cost Drivers:
• Clerical data entry 

support for fiscal staff, 
• Paper Checks, 
• Physical reconciliation , 
• Coordination between 

program and fiscal, 
• Fiscal knowledge of 

policy to perform the 
audit function regarding 
policy and propriety

Integral Process:
• Program, 
• Policy, 
• Grants Mgmt, 
• Statistical Reporting, 
• Financial Management, 
• Bank, 
• Vendors

Peripheral Process:
• Local Finance Office

Redundancies:
• Duplicate data entry in 

multiple systems - both 
manual and automated

Issues
• Multiple workers 

(specialized ), 
• workers in different 

locations, 
• different reception areas for 

different programs.  
• Training.  
• Too much paper with no 

shared information system.  
• Complicated processes.
• Overtaxed workers.  
• Lack of knowledge about 

client diversity and hidden 
issues.  

• Lack of State and local 
training in LASER's 
capabilities.  

• Twelve stovepipes of 
information. 

Number of Client 
Visits
N/A
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 Exercise 3 — Sub-process Name:  Fiscal - Manage 
Collections/Receivables 

 
Context Diagram 

Purpose:
• To return misspent dollars to 

the grant 

Trigger:
• Fiscal receipt of 

fraudulent 
payment, 

• Erroneous 
Payment, 

• Supplemental 
Payment, 

• Canceled Check, 
• Vendor Refund

Inputs:
• Policy, 
• Ledger of Accts Payable, 
• Ledger of Accts 

Receivable, 
• Category of payment, 
• Service/benefit code, 
• Payor/payee information, 
• Amount of receivable 

balance, 
• Amount of payable 

balance, 
• date of receipt, 
• date of payment

Outputs:
• Amount of receivable collected 

and receipted, 
• Amount of payable paid out, 
• date of receipt, 
• Date of payment

Outcome:
• Proper credit/debit of 

receivables and 
payables

Handoffs:
• 1. Posting ledger of accts 

receivable/payable, 
• 2. Data Entry to Claims tracking, 

ADAPT, M-C, 
• 3. Summary for check deposit, 
• 4. County ledger update, 
• 5. Collections reporting

Incoming – Other 
System:
• None

Outgoing – Other 
System:
• None

After Work:
• 1. Transfer of check to 

local treasury (within 
three days by 
regulation), 

• 2. Data Entry in multiple 
systems as LASER 
doesn't talk to other 
systems

Cost Drivers:
• Paper processes such 

as ledger of accts, 
• cash receipting, 
• manual updating of 

ledger, 
• Paper-based Report of 

Collections that 
required physical 
retention, 

• physical transfer of 
payments to local 
treasury, 

• manual entry of the 
same information into 
multiple systems

Integral Process:
• Local Finance Office, 
• Grants management, 
• Statistical Reporting, 
• Financial Management

Peripheral Process:
• State fiscal function

Redundancies:
• Duplicate data entry in 

multiple systems - both 
manual and automated

Issues
• Much of the supporting 

documentation and 
journal entries are 
prepared by hand; 

• the dollars taken in or 
paid out are out of 
relationship to the cost 
of this operation

Number of Client 
Visits
N/A
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 Exercise 4 — Sub-process Name: Fiscal 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Different Fiscal Years – Local, July 1; State, June 1 with May 31 cutoff for local 
agency; Fed, October 1.      

• Some vendors (providers) are deemed to be contract W-2 staff for who FICA is 
withheld (taxes are not paid by VSSS).  Reporting of FICA payments has a FY of 
Jan. 1. 

• Fiscal manual has not been updated in almost two decades.  Policy is 
disseminated by broadcast.  There is limited online support; most of the online 
policy for fiscal is not pertinent to the volume of fiscal decisions localities must 
make on a day-to-day basis. 

• A significant informal organization exists to support the fiscal Sub-process; 
including multiple manual and automated tasks, multiple repositories of unshared 
information, and relationships between local and local functions, state and local 
functions, and state and local and system developer entities. 

• Varying levels of manual and automated functionality from locality to locality. 
• Standalone system information about client accounts (payables/receivables) 

provides limited standalone bits of information from locality to locality.   The 
state’s MSI, Multiple Systems Inquiry, system will allow all localities statewide to 
see client information on a cursory level.  For example, a locality in Roanoke 
could scan the system and see a Henrico client and see what program benefits 
they are currently receiving.  The system, however, does not show payment 
history for its clients.  If the client is a TANF client, the localities can access the 
ADAPT system to see a client’s payment history as well as any receivable 
history.  If the client is a Food Stamp case, a locality can access the Food Stamp 
Claims Tracking system to see any receivable activities for a client.   

• Physical retention requirements for physical media. 
• Some electronic records must be duplicatively re-entered into paper-based 

media.  Depending on the locality this may be through electronic templates, 
typewritten or handwritten. 

• Anything signed must be retained in physical format. 
• Multiple duplicate copies of signed documents must be retained in fiscal and in 

the case file. 
• Physical payments (cash and/or check) are physically transferred to the local 

treasury. 
• There is lack of training for program staff on LASER and budget process.  

Program staff is not extracting reports available in LASER.  This may be an issue 
of training and awareness. 

• There is lack of understanding of roles and responsibilities between program staff 
and fiscal in relation to budgets and funding. 

• Twelve stovepipes…No communication on standard statistical requirements and 
reporting requirements.  The question is not asked, “Can information be obtained 
from an existing system?” 
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• Lack of training for local staff.  They are unaware of reports on LASER, and how 
those reports might be used beneficially. 

 
2. Existing Outputs 
 

• Payouts are via paper check. 
• Information output to State systems does not result in reciprocal data to support 

local DSS fiscal management. 
 
3. Current Information System 
 

• No statewide system to perform this Sub-process; but there are multiple financial 
systems that have been locally purchased with differing levels of functionality 

• Some systems have a case management component.  Others do not have the 
component.  Some proprietary, standalone systems are used exclusively for 
specific programs.  Some local DSS systems can communicate to state systems; 
others can communicate via external media rather than electronic link. 

• Some local financial systems have a more complete level of financial 
management and planning functionality. 

• Different local Finance offices use differing financial systems. 
• Sometimes the local owner-developers of proprietary financial systems used by 

localities find out about pending changes before the localities are advised of the 
expected change. 

• State system, LASER, does not talk to other systems. 
 
4. Current Outcome 
 

Exercise 5 — Sub-process Name:  Fiscal 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

Exercise 6 — Sub-process Name: Fiscal 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
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• Pre-Information Era procedures that may not have been rewritten to reflect 
availability of automated support between the local and state fiscal functions. 

• Communication from state to local regarding procedure may lack the important 
operational or policy elements related to a fiscal change. 

• Local fiscal staff have an audit function of routine – without ongoing fiscal 
training, locals are limited in carrying out this responsibility. 

• In the absence of rule-based systems that over control over program actions, 
local fiscal functions assume the control role. 

• The day-in, day-out audit function is duplicative due to the amount of information 
that is contained in both manual and electronic media. 

• The mechanism for communicating changes by the State to localities is 
informal…the broadcast is used in place of updated manuals. 

• Lack of information (turnaround data) from the State hampers the budget 
planning effort for locals. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Limited information from State to local Fiscal function results in the localities 
relying heavily on OMB for interpreting and making decisions on points of policy. 

• Fiscal’s value to the State is reflected in the fact that the last update to the 
regulations is approximately 20 years ago.  The broadcast capability gives a 
piecemeal look at fiscal policy. 

• There is no categorized on-line policy/procedure for guiding day–to-day fiscal 
activities and decisions. 

• The relationship reflects limited knowledge or understanding of the impact of 
fiscal changes on the localities. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Individual autonomy…program to program-done 13 ways; local to State-done 
120+ ways. 

 
 

Exercise 7 — Sub-process Name: Fiscal 
 
CYCLE TIME 
 

• Varies due to the wide variety of local approaches to the workload. 
 
ELAPSED WORKLOAD 

• Varies depending on the levels of manual and automated support. 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• There is no incentive to improve beyond meeting the 10-day timeline, except the 
advantage that the function can get work off its plate and ensure reimbursement 
by meeting the 10-day timeline. 
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• Over extension of authority (i.e. documentation and verification requirements). 
• Fixes cause additional layers rather than collapsing of process. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Informal relationships and communications with other localities to take advantage 
of experienced leadership, knowledge and background at the local level. 

 
3. Describe the significant variations observed during local visits. 
 

• Level of training that is available from long-term experienced personnel in 
individual localities. 

• The level of significant automated support vs. no automated support for the fiscal 
function. 

• Management’s personal work philosophies that use the whole 10 days or turn the 
month-end work around in a day or two. 

• Internal policies related to the number of approvals required. 
• Old school vs. New school approach to workload assignment/completion. 

 
 

Exercise 8 — Sub-process Name: Fiscal 
 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• None 
 

Exercise 9 — Sub-process Name: Fiscal 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Elimination of need to produce any work product in manual format that exists 
elsewhere in electronic format. 

 
2. Existing Outputs 
 
3. Current Information System 
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• Development of applications by the state to extract information from LASER to 
produce the outputs required from the localities in manual media or secondary 
entry into other systems. 

 
4. Current Outcome 
 

Exercise 10 — Sub-process Name: Customer Service 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Manual labor and workload should be removed from local and State fiscal work 
activities and tasks. 

• A symbiotic relationship should be created relative to exchanging information 
value for information value between localities and the State. 

 
2. Outputs 
 

• Localities are islands of information…local work products/outputs should feed 
central information systems that should in turn produce usable information to the 
individual localities without local intervention to convert the data. 

 
3. Outcomes 
 

• Take localities out of their position as the center of the universe for all local 
information to supply the needs of every individual State function; information 
supplied once should be converted to formats required centrally. 

 
4. Use of Technology 
 

• Information reported from localities to a centralized State source of information, 
should flow through to all the State functions that are dependent upon the 
information, rather than an expectation that the locality will meet each individual 
expectation for types and format of data. 

• The partnership should value the ready availability from a single source of 
useable data. 
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Exercise 3 — Sub-process Name: Perform Forms and Brochure 
Management 

 
Context Diagram - Forms 

 
Purpose:
• To provide to state or local 

staff the format on which 
such information is manually 
recorded

Trigger:
• Need to record client 

information or 
documentation outside 
of an established 
automated system

Inputs:
• Rules
• Policy Requirement
• Design

Outputs:
• Formatted means to 

organize and record 
needed information.

• Electronic format
• Physical format for 

multi-part forms

Outcome:
• Local agencies have 

ready availability of all 
formats for recorded 
non-system entered 
information without 
having to warehouse 
most physical formats , 
and without having to 
create local formats.

Handoffs:
• none

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• Forms website

After Work:
• copying
• Storing
• Printing
• Filing
• Purging
• Archiving
• QA

Cost Drivers:
• Paper
• Duplicated Processes
• Duplicated indexes and 

inventories
• Central Storage space
• Individual worker 

storage space
• Training in Procedure 

related to completing 
format correctly

• Assuring that formats 
and systems reflect the 
same information at the 
same time

• Website costs
• Transportation Costs
• Labor
• Cost of forms to local 

agencies
• Cost of forms in multiple 

languages

Integral Process:
• Program policy
• Program management
• Local program 

management
• Local Clerical 

Procedures

Peripheral Process:
• Warehouse management
• Website management

Redundancies:
• Local reproduction and 

warehousing of physical 
formats

• Local development of 
locally used formats

• Local Review and 
approval of local 
formats

Issues
• There is no 

documentation that 
demonstrates that the 
formats in use do not 
redundantly collect 
information that is in 
systems performing 
similar functions.
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Exercise 3 — Sub-process Name: Perform Forms and Brochure 
Management 

 
Context Diagram - Brochures 

 
Purpose:
• To provide for state or 

local staff the brochures/
pamphlets needed in the 
manner designed by 
responsible program 
authority

Trigger:
• Programmatic 

Requirement or 
desire to provide 
client explanatory 
information about 
services Provided

Inputs:
• Design
• Specifications
• Quantities
• Distribution Outputs:

• Printed physical 
brochures, pamphlets, 
flyers

Outcome:
• Local agencies have 

the ability to order 
quantities of just the 
inventory that is 
needed without 
having to warehouse 
excessive amounts

Handoffs:
• ????

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• Website for those to 

be made available on-
line as well as in 
physical form 

After Work:
• Ordering
• Storing
• Inventorying
• Distributing
• Purging out of date 

inventory

Cost Drivers:
• Design
• Production
• Inventory/Warehouse
• Inventory/Local office
• Distribution/

transportation
•

Integral Process:
• Program policy
• Program management
• Local program 

management
• Local Clerical 

Procedures

Peripheral Process:
• Warehouse management
• Website management

Redundancies:
• Local production of 

similar or augmenting 
information, based on 
the philosophy of the 
locality

Issues
• Some of these 

brochures are 
specially designed, 
are four-color or 
uniquely bound.
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Exercise 4 — Sub-process Name: Perform Forms and Brochure 
Management 

 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 
• Local processes may duplicate state processes when a locality believes a format 

does not meet the entire need. 
 
2. Existing Outputs 
 
• Forms in PDF format cannot be filled in.  Some are outdated and inaccurate. 
• There are multi-part forms that must be warehoused.   
• Fillable forms must be printed if retained to the file; they do not have a system to 

which they can be appended as part of the electronic record for two-thirds of 
localities. 

 
3. Current Information System 
 
• Website maintenance staffing resources are limited. 
 
4. Current Outcome 
 
• Duplication between State and local entities continues to exist in spite of efforts to 

make formats available on-line, eliminating the need to create, design, store and 
manage formats locally. 

 
Exercise 5 — Sub-process Name:  Perform Forms and Brochure 

Management 
Changes to the Sub-process 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 
• Putting more forms in electronic form on the website. 
• Making more forms user-friendly. 
 
2. Existing Issues that will be corrected by the “change in progress”,  
 
• Greater electronic availability of on demand forms without local storage 
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 
• Local forms procedures and culture. 
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• Paper-based work environment. 
• Varying levels of Internet/Intranet skills and/or access. 
 

Exercise 6 — Sub-process Name:  Perform Forms and Brochure 
Management 

Constraints and barriers to change 

Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 
• Statewide acceptance of the value of/need for limiting form formats. 
• Systems that may or may not perform the function that is intended by a form. 
• A continuing requirement that the information collected on the paper form format is 

retained in a physical case record. 
 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 
• Assumptions that forms are a natural part of the business. 
• Regulations that require a signature, and the procedural inclination to use a form 

format to collect the information that the signature attests to. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 
• The paper-based culture is still stronger than a desire for electronic simplicity. 
• QA procedure. 
 

Exercise 7 — Sub-process Name:  Perform Forms and Brochure 
Management 

 Cultural impact and variations across localities 

Cycle time  
Elapsed workload 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 

 
• Paper-based work methods. 
• A desire to view documents physically rather than electronically. 
 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• A belief that the local agency has autonomy in incurring costs around paper forms. 
• If the State hasn’t provided it, the locality will create it. 
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3. Describe the significant variations observed during local visits. 
 

• Larger vs. smaller case records. 
• Storage areas for forms in some localities. 
 

Exercise 8 — Sub-process Name:  Perform Forms and Brochure 
Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 
• Automation of fillable form templates. 
• Use of alternative electronic facility that populates forms. 
  

 Exercise 9 — Sub-process Name:  Perform Forms and Brochure 
Management 

QUICK FIXES 

Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 
• Demonstrate justification for Forms functions. 
• Eliminate any procedure that requires storage of paper forms. 
 
2. Existing Outputs 
 
• Review all forms for their need re: Systems that collect that information and act on 

the information in the same way that the forms do. 
• Identify brochures, pamphlets, etc. that can be moved on on-demand print.  

Reexamine the cost/client benefit of specially designed, four-color brochures. 
• Eliminate non-fillable forms on the website. 
• Identify fillable forms that could be submitted electronically.  
 
3. Current Information System 
 
• Identify simple modifications to systems that would allow production on demand of 

multiple copies of formats that are needed external to the system (client, other 
service provider, etc) to eliminate all multi-part forms. 
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4. Current Outcome 
 
• Reduce the volume of form formats or brochures that must be warehoused. 
• Increase reliance on systems. 
 

Exercise 10 — Sub-process Name:  Perform Forms and Brochure 
Management 

REENGINEERING OPPORTUNITIES 

Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 
• Obtain, use and store information in a manner that precludes need for forms; shift 

the culture away from form formats whether paper or electronic.  
• Remove the perception of need for a multi-level support system for designing, 

producing, storing physical form formats. 
• Retrain workers to look for electronic version rather than physical. 
• Retrain works to fill electronic forms. 
 
2. Outputs 
 
• Remove the need for form formats to the extent possible. 
• Move all forms remaining to on demand only. 
• Move all brochures, etc. to on demand only. 
• Make brochures available both on-line as well as physical. 
• If all formatted information is not eliminated, have a format serve a similar need over 

several programs. 
• Output should be populated to documents that will be used externally without any 

human intervention. 
 
3. Outcomes 
 
• Focus on elimination of formats, through proper data collection techniques. 
 
4. Use of Technology 
 
• Collect formatted information as data in systems, and assure the level of functionality 

is available to perform the function that forms if needed at all in the changed 
environment. 



 As Is Findings 

 

VSSS BPR Project  Appendix F – Page 38  
 

 

Exercise 3 – Sub-process Name: Common Fraud Management 
 

Context Diagram 
 

Purpose:
• To assure that public funds 

are paid out as appropriate 
to client circumstances .

Trigger:
• Referral with internal 

suspicion
• Complaint due to 

external suspicion

Inputs:
• Source of referral or complaint
• Policy
• Investigation
• Case Record
• Client Interview
• EBT Expenditure reports
• State matches
• Fleeing felon reports
• Collateral interviews
• Systems – Local agencies, 

STARS, SVES, VEC, DMV, LIDS 
(local inmate system ) APECS, 
ADAPT, DMAS, IRMS, Medicaid, 
PARIS, Deceased – with SS and 
Medicaid, Credit reporting 
agencies, Food stamp claims 
tracking, EDRSS (disqualified 
food stamps recipients), USDA 
(due to the retailer abuse), JP 
Morgan archives information for 
them, ADH – administrative 
disqualification hearings , Fraud 
Database

Outputs:
Fraud Findings (positive outcome)
• No fraud
• Overpayment without intent
Overpayment establishment (claims)
Fraud found
• Administrative process
• Court process In progress – stat 

information
DMAS

Outcome:
• Resolve an individual case 

according to policy and law

Handoffs:
• Complaint receipt
• Worker or Supervisor
• Fraud investigator
• Supervisor staffing
• Logging / tracking – clerical
• Claim entry 
• Supervisor 
• Worker
• Collections / appeals / courts
• Claim entry fiscal
• Some jurisdictions – case 

management by fraud until AHD 
reviews???

• Worker for case reviews

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• none

After Work:
• Collections
• ADAPT entry
• Fraud database entry
• Sanctions initiation and 

management
• Claims tracking entry
• Central Office entry in 

national database
• Waivers and court order 

distribution to case 
manager

Cost Drivers:
• Multiple notices to client –

some auto, some written
• Lack of integrated automation
• Labor intensive
• Travel time
• Failure to process claims due to 

complexity
• Court process
• Paper copies
• Secure and separate case files

Integral Process:
• Policy
• All Programs 
• Training
• DMAS fraud / post pay 

review

Peripheral Process:
• QA
• Appeals
• Local commonwealth attorney
• Court

Redundancies:
• repetitive contacts to 

worker caused by lack of 
documentation

• Multiple systems

Issues
• May have a variety of 

skills and backgrounds 
conducting the 
investigation

• May be law enforcement 
• Not all localities are 

staffed
• State staffed resource 

reductions and local

Number of Client 
Visits
No client visits to office

Fraud Font -End Initiatives (does not appear to be state -wide)
• Fraud workers at each office included in interview 
• Referral before grant / issuance
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Exercise 4 — Sub-process Name: Common Fraud Management 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• No sharing of data across jurisdictions or programs. 
• No impact on policy. 
• None of required functionality rolls out of existing systems. 
• Incentives are for a finding of fraud. 
• Focus on individual rather than making changes in the bigger picture. 
• Funding resources insufficient to support need – because fraud investigator 

FTEs are tied to the amount of dollars collected, rather than displacing some of 
the cost of Fraud investigation. 

• Data used to project budgeted need is from two years prior since all the previous 
FY information is not available when the budget is prepared. 

• On a statewide basis, effort is fragmented. 
• Not geared to prevention. 
• DMAS duplication and uncoordinated activities between the two State agencies 

on Fraud investigation. 
• 15 localities do not do their own fraud investigation—State performs this for 

them. 
• Some localities contract with external investigators. 
• Investigator staff may be with a fractional FTE, with the individual having some 

other primary position/assignment. 
• Some programs do not have a mechanism to collect information on erroneous 

payments that might indicate fraud is involved. 
• Sharing of fraud information across programs is so limited as to allow potential 

for fraud abuse. 
• Lack of shared administrative knowledge between and among State and local 

administrators/managers. 
• Information requirements (info de jour) by external entities create crisis 

management 
 
2. Existing Outputs 
 

• New fraud database is available statewide but not everyone who needs it can get 
to it because of varying local policy on Internet access, and not everyone is 
trained to use it. 

• Information not readily available to external entities without asking state staff to 
produce. 

• Different formats required for the same information over and over. 
• Administrative attention to non-essential elements of work. 

 
3. Current Information System 
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• Systems do not share characteristics across programs as a means to prevent or 
circumvent client or provider fraud. 

 
4. Current Outcome 
 

• The function produces inconsistent outcomes across localities due to many 
issues, such as participation, cross-program information sharing, levels of effort 
toward collections, collections to support FTEs, contract vs. in-house positions, 
Commonwealth Attorney philosophies on prosecution, visible vs. under the radar 
case situations. 

 
 

Exercise 5 — Sub-process Name: Common Fraud Management 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Database changes. 
• Other organizational changes are being considered – such as removing the 

collections from its relationship to funding for investigators. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• To correct feedback reporting capability. 
• Trying to improve the provisioning of state services. 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Separate management structure and information systems for DMAS. 
 
 

Exercise 6 — Sub-process Name: Common Fraud Management 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Political accountability siphons management energy – crisis reactivity. 
• Lack of funding. 
• Retrospective budgeting 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• How local administration is defined vs. state supervision for this program. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
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• Unspoken political agenda “we do not go after assistance clients”. 
• Use of confidentiality as a reason to not share information – this often impedes 

preventative measures. 
 

Exercise 7 — Sub-process Name: Common Fraud Management 
 
CYCLE TIME  
 

• Front-end: Cycle time is application specific. 7-30 days 
• Ongoing client complaint or referral:  it may be dependent on time lags for 

specific types of evidence. 30-60 days 
 
ELAPSED WORKLOAD 

• N/A 
• N/A 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Distrust of client-provided info. 
• Case processing time standard – do not complete case until due date. 
• Law enforcement does not consider welfare fraud a high priority. 
• Community mixed over supporting welfare fraud investigation and prosecution. 
• Fair hearings may not have findings supportive of fraud findings. 
• Acceptance that stovepipe functionality is normal. 
• Reactive management methods across the State and local relationship. 
• Acceptance that a lengthy review and approval process is normal. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Creation of task forces/committees to “manage” changes that may be needed in 
procedure, policy, mechanisms or other – use of this means to be innovative, 
because the “normal” stovepipe is not able to produce the changes needed. 

 
3. Describe the significant variations observed during local visits. 
 

• .10 FTE Fraud investigator vs.1.0 FTE (or none in some locations). 
• Shared responsibility with other assignment. 
• Some localities share a single fraud worker. 
• Front-end focus or not. 
• Local systems for support vs. state system only. 
• Responsibility for case management with fraud worker. 
• Training. 
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Exercise 8 — Sub-process Name: Common Fraud Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Fraudulent individuals are identified and tracked. 
• State tax intercept. 
• Front-end focus. 
• Fraud co-located with worker and available for interviews. 
• Fraud worker training for client group. 
• Workers doing checks and analysis before interview. 
• Fraud interviews before check replacement. 
• Coordination with DMAS investigator on food stamps only, Medicaid-only fraud 

issue. 
 
 

Exercise 9 — Sub-process Name: Common Fraud Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Documentation automated. 
• Initiation of discussion on fraud preventative / investigative priority – funding, 

budgeting, standardizing approach. 
• Fraud policy manual update. 
• Fraud training for localities. 
• Releasing management, inform related to stats/trends to localities. 
• Develop specific prosecution triggers that guide fraud investigators, prosecutors 

and the courts consistently statewide – including timeframes, deadlines for filing, 
etc. 

• EBT for Common. 
• Data elements needed from this function defined.  
• Electronic templates for the format in which each user needs the data. 
• Staff trained to maintain the data. 
• Cross-training of compliance staff to improve understanding of available 

information – encourage sharing. 
• Improve DMAS coordination. 
• Simplify claims process. 

 
2. Existing Outputs 
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• Develop clear guidelines based on standards for information sharing that 
institutionalizes prevent through information. 

 
3. Current Information System 
 

• Complete training in use of Fraud database 
• Identify opportunities for tightly linking fraud investigation practices to the 

systems that hold the information required to investigate fraud. 
 
4. Current Outcome 
 

• Enhance the value of the Fraud Investigation function Statewide beyond the 
value returned in the current environment for the resources expended. 

 
Exercise 10 — Sub-process Name: Common Fraud Management 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Integrating fraud to other support tools like QA, appeals, and fair hearings. 
• Design for more up-front prevention. 
• Provide the means for collaborative interaction by sharing the information needed 

by the entities from a single source. 
• Fraud database that communicates with other databases. 
• Ability to track and publish trends. 

 
2. Outputs 
 

• Ability to track and publish trends (a broader use of information). 
• Information broadly available and skilled understanding of how to put it to use. 
• For tracking and staff feedback, provide an electronic fraud report categorized by 

type of fraud detection (up front, active case, referral) with outcomes and 
amounts received. 

• Formal process for sharing court decision with other policy using offices. 
• Automate all client notices and correspondence with chronological histories and 

reprint capability. 
• Use of multi-media to report/inform the public. 

 
3. Outcomes   
 

• A Fraud function that is tightly linked with other compliance and program 
functions to produce a much higher value than in today’s environment. 

 
4. Use of Technology 
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• Fraud database that communicates with other databases. 
• Use of more highly integrated applications across compliance and program 

functions. 
• Full automation of claims process integrated within the case management 

system(s).  
• One system for all benefits programs.  – Eliminate manual case processing – 

feedback loop for fraud reports through the same system. 
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Exercise 3 — Sub-process Name: Grants Management 
 

Context Diagram 
 

Purpose:
• Revenue maximization for 13 

separate grant programs - 11 
of which are VSSS federal 
and state allocable 
programs, 

• 1 of which is a faith based 
program, and 

• 1 of which is Department of 
Medical Services . 

• Maximizing reimbursement is 
essential to maximizing 
services to clients . 

Trigger:
• 1. Program allocation to 

meet local need.  Initiated 
with local projected need 
based on a services plan 
for the target populations.  

• 2.  Augmentation of 
program allocation to meet 
unanticipated need.  

• 3.  Augmentation of 
program allocation to 
distribute unused program 
funds during mid-year.

Inputs:
• State policy, 
• program allocation, 
• line item reporting of 

fiscal data and 
statistical data 

Outputs:
• Programmatically required 

manual formats for 
providing data to the State. 

• Grant augmentation 
requests in manual format.

Outcome:
• Quality customer 

service.  
• Needs resolution.  
• Answering the customer 

inquiries. 
• Coordination of service 

delivery .
• Determination of 

eligibility .

Handoffs:
• 1.  Worker Req to Fiscal for 

action, 
• 2.  Data entry of summary 

information into LASER, 
• 3. Creation of manual reports from 

LASER/local financial system 
outputs

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• none

After Work:
• 1. Analysis of grant situation , 
• 2. Augmentation request, 
• 3. State review/approval, 
• 4. Local actions relative to grant, 
• 5. State review/approval

Cost Drivers:
• Administration of both 

Local and State grants 
is manually labor 
intensive - in spite of 
local expense for 
individual local financial 
systems.  Duplicative 
data handling.

Integral Process:
• VIEW
• QA
• Fraud
• Appeals
• Policy
• Training

Peripheral Process:
• N/A

Redundancies:
• Each of the grants is 

reported electronically 
and each requires that 
the same information is 
manually reported in a 
paper-based format 
specialized to the 
specific grant program 
requirements.

Issues
• Some are reported on redundantly in 

both electronic and manual formats.  
• Information is in LASER.  
• Using this single point of data entry for 

reporting would considerably reduce 
the labor intensiveness of this activity 
for both State and local levels. 

• Information goes into this system, but 
nothing comes back to the local 
agencies from the system to support 
administration.  

• A feedback loop would establish a 
culture of information value for 
information value.  

• There are several State reported 
sources for dollars, statistics, budgets, 
performance metrics.  

• A feedback loop is needed to the local 
level for future projection.  

• There is no circular partnership 
(ownership) in the information reported 
to the State.  

• There is no electronic mechanism for 
quarterly and annual reports from 
localities to the State.

Number of Client 
Visits
N/A
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 Exercise 4 — Sub-process Name: Grants Management 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Localities are responsible for a secondary workload that entails replicating 
electronically reported information manually into paper-based formats to meet the 
requirements of individual grant programs. 

• Pre-information era procedural requirements included paper-based formats.  
When an electronic reporting tool was introduced, it appears likely that the 
responsibility for writing new, post-information era policy and procedures was 
never assigned.   

• Localities have redundant and costly work and reporting procedures that are 
related to the pre-information era, while adhering to post-information era 
procedure. 

• There is lack of training and understanding for program staff on fiscal aspects of 
grants and what reports are currently available. 

 
2. Existing Outputs 
 

• Electronic output from local to State must be manually converted to paper-based 
formats for submission. 

• Getting back information from the State from this function is limited to rolled up 
data – not the level of detail needed to administer programs effectively and 
efficiently at the local level. 

• Augmentation requests are paper-based.  Once approved, they must be 
electronically resubmitted, whereupon the same person must re-approve. 

• For some programs, the locality must produce an invoice to manually bill the 
grant program. 

• For some programs, locality must produce up to six separate formats to one 
program so that the State can distribute the required information to different 
individual State recipients. 

• Quarterly and annual reports are strictly manual. 
 
3. Current Information System 
 

• Local DSS financial systems are a local responsibility.  There is no statewide 
system that covers the needs of local administration, and then linking to State 
reporting systems, thereby creating a mechanism for shared information that 
could return substantially more value to the VSSS. 

• Investment in LASER is not getting the return on investment that is possible from 
this system.  Both the State and local agencies are losing money on the 
investment. 

• State systems do not capture all the data needed for reporting for federal reports.  
State has relied on locals to provide data manually. 

 
4. Current Outcome 
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• Assuring appropriate levels of reimbursement to the local agency carries a cost 

in human labor-based, and paper-based activities that is inordinate in a modern 
business environment. 

• There is no “teaming” between State and local financial and grants managers to 
problem-solve this issue of redundant cost in labor and paper-based workload. 

 
Exercise 5 — Sub-process Name: Grants Management 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that is currently underway in the Department. 
 
2. Existing Issues that will be corrected by the “change in progress”,  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations. 
 
 

Exercise 6 — Sub-process Name: Grants Management 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Assumed historical and traditional roles and responsibilities for levels of data 
handling and reporting. 

• Post-information era procedures have not been maximized. 
• The cost of training new local financial management staff in both the electronic 

procedures and redundant paper-based manual procedures, if quantified, could 
be used to create a business case for change.  

• Lack of clearly defining current roles and responsibilities among programs, 
finance and locals. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Structural relationship between State and localities leaves each segment of the 
partnership “on their own” to carry out steps to correct the high cost of these 
redundant activities. 

• The lack of applying quantitative and qualitative thinking to every procedure, in 
order to maximize investments in technology. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Individual autonomy of programs at State and localities from the State 
perpetuates the higher valuing of independence of choice over the savings that 
can be derived from enterprise-wide thinking, as in a partnership. 
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Exercise 7 — Sub-process Name: Grants Management 
 
CYCLE TIME 
 

• Varies depending upon the level of automated support. 
 
ELAPSED WORKLOAD 
 

• Varies 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Assumptions about historical roles and responsibilities creates a disconnect 
between State and local missions that should have essential the same defined 
outcome. 

• Steady inflow of dollars, in spite of ups and downs, has created a climate that 
qualitative and quantitative thinking about workload, redundancy, duplicative data 
handling is not a prime necessity. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Local agencies have had to devise mechanisms to improve efficiency at the local 
level to meet State mandates for electronic and paper-based procedure at the 
lowest cost possible. 

• This includes the resulting local individual investment in stand-alone local DSS 
financial systems that improve productivity, but only contribute in a partial way to 
effective administration. 

 
3. Describe the significant variations observed during local visits. 
 

• Levels of automated support for fiscal/financial activities at the local level. 
• Levels of local specialization for DSS fiscal/financial activities.  
• Levels of training of fiscal/financial staff. 

 
 
Exercise 8 — Sub-process Name: Grants Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• None 
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Exercise 9 — Sub-process Name: Grants Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Apply quantitative and qualitative thinking to all State mandates for reporting of 
information that is already reported via electronic means. 

• Apply the same approach to requirements for paper-based grant requests. 
 
2. Existing Outputs 
 

• Evaluate all paper work products for elimination at both the State and local level. 
 
3. Current Information System 
 

• Identify early opportunities for applications that can convert existing electronic 
data at the State into the formats and data elements needed by each program. 

• Identify methods for outputting the data needed to support and enhance the 
efficiency of grant management at the local level. 

 
4. Current Outcome 
 

• Identify the resources spent for redundant and labor-intensive local work 
activities that could be redirected to a higher quality service to constituents, both 
consumer and taxpayer, and create a higher quality work environment for 
employees at both the State and local level. 

 
 

Exercise 10 — Sub-process Name: Grants Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Eliminate redundant, paper-based manual workload for grants management. 
• Shorten the turnaround time for information back and forth between the State 

and localities. 
• Improve the ability of both partners to be efficient and effective in grants 

management. 
 
2. Outputs 
 

• Eliminate paper-based outputs. 
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• Improve the quantity and quality of information from the State to the localities 
from existing systems. 

 
3. Outcomes 
 

• Improve the probability that more money can be applied to services than to labor-
intensive workload. 

 
4. Use of Technology 
 

• Extract information required for grants management from LASER for all program 
grants managers. 

• Create a circular use of information in LASER that eliminates duplicative data 
handling. 
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Exercise 3 — Sub-process Name: Policy Management 
 

Context Diagram 
 

Purpose:
• Ensure the intent of the law 

and regulations is fulfilled on 
a statewide basis

Trigger:
• Regulations Fed/

State
• Law
• Clarification
• Administration 

Initiatives
• Budget 

Allocations 

Inputs:
• USDA 
• ALPHA
• HHS
• CMS
• SSA
• Regulations
• State board 
• DMAS
• BPRO
• VSSLE
• Line Staff
• Advocacy 
• General Assembly
• Clients

Outputs:
• Policy Manuals
• Policy Clarifications 
• Regulations 
• Transmittals
• Training documentation
• Q&A supplements
• Local agency procedures 
• Web-based access
• Policy Quizzes
• Bulletins

Outcome:
• Program 

administration
• Timely and Accurate 

Benefits
• Foster Self 

Sufficiency
• Increase Foster Care 

Placements 

Handoffs:
• Program Manager
• Advisory  Committees
• League 
• BPRO
• Consultant 
• Support Staff
• Field Consultants
• Program Manager 
• Division Director 
• Trainers 
• Line Staff
• Citizens at large 

Incoming – Other 
System:
None 

Outgoing – Other 
System:
• Web-based access 

Policy Quizzes

After Work:
• Rewrite or tweak to 

policy to address 
unique situations 

• Printing manuals’
• Distribution to LDSS
• Intranet posting
• Q &A’s  to mitigate 

confusion
• Prep of Transfer Form

Cost Drivers:
• Paper
• Duplicated Processes
• Specialization
• Hand Offs
• Error Potential
• Facility Storage
• Space for Staff
• Training in Procedure
• Transportation Costs
• Faxing and Phoning
• Specialization
• Lengthy Procsess 

Integral Process:
• Appeals
• Policy
• Training
• QA
• Monitoring 

Peripheral Process:
• Federal Legislation 

(ADA,PROWRA)
• State Legislation
• State Executive Order 
• Federal Waiver Process
• Social Services Block Grant 
• Federal Waiver
• U.S. Labor Department 
• VA Dept of Blind and Vision 

Impaired 

Redundancies:
• Replication of 

Information
• Re-writes
• Excessive review 

process to include all 
handoffs

• Policy development 
by different groups 
related to same policy 
development

Issues:
• Timeline  to implement is too short 
•  Impact on other programs is a given but not 

considered at the onset 
• Often info not sufficient from oversight 

agency
• Potential to impact error rates
• Training of staff and citizens
• Lost of historical knowledge to reference 

existing statues 
• Staff demonstrate lack of empowerment 
• Enactment without  regard to past legislation 
• Procedural impact on the System 
• System Reprogramming 
• Lack of time lends itself  Perception of state 

staff (shooting from the hip)
• Documents from special lists , program 

managers develop into piles before policy is 
changed

Number of Client 
Visits
N/A
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Exercise 4 — Sub-process Name: Policy Management 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Lack of detail information and directions provided from the Fed.   
• Majority of information received manually.     
• Process does not consider timeline for implementation from beginning to end of new 

policy. 
• Lack of interaction/communication between other programs when policy is 

developed. 
• Lack of consideration of impact of past and current legislation.  
• Sufficient timeframe not consider for policy and systems integration.    
• Timeline does not take into consideration time required to create policy and 

technical requirements and testing initiative.       
• Loss of staff for various reasons creates a loss in historical resources/ knowledge of 

existing statues.  
• Lack of significant input from steering committees.   
• Problems encountered with policy releases by the LWA.  State lack sufficient time to 

develop requirements, reprogramming system, and test system/policy changes 
gives local the impression that state is not doing a good job of planning and 
implementing new policy.       

  
2. Existing Outputs 
 

• Create policy manual. 
• Update policy manual to reflect new policy change by effective date. (Transmittals) 
• Clarification of existing policy. 
• Electronic communication informing agency of implementation of policy and 

procedures. 
• Developing and providing training (state and local staff).  
• Majority of policies are complex, contain best practices as well as regulation.  

Difficult to navigate. 
 
3. Current Information System 
 

• System requires reprogramming for policy changes.  
• Limited testing resources impedes timely release of policy to LWA.  

 
4. Current Outcome 
 

• Workers lack power to make decisions regarding unique situations.  
• Policy precedes business processes. 
• Local staff often confused when new policies and procedures fall out. 
• System reprogramming lags behind policy implementation. 
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• Policy often received shortly before or after implementation with no training 
scheduled. 

 
Exercise 5 — Sub-process Name: Policy Management 

 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Program alignment/simplification initiatives through program collaboration. 
 
2. Existing Issues that will be corrected by the “change in progress”:  
 

• User-friendly policy, 
• Case workability will be more efficient, 
• Improved customer access and lessen current information overload, 
• Empower line staff to learn multiple programs,  

 
3. The “change in progress” cannot be immediately or cannot completely correct the issue 

that has prompted the change due to the following barriers/limitations: 
 

• Territorialism, 
• Federal regulations, 
• Stovepipe funding infrastructure, 

 
Exercise 6 — Sub-process Name: Policy Management 

 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Regulatory Process. 
• Nature of policy development.  
• Stovepipe program funding lends itself to no flexibility and territorialism. 
• No QA or Fraud impacts. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Lengthy regulatory process. 
• Public policy rooted in current political views. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Beliefs that Medical Assistance Programs and other Assistance Programs should 
operate as separate entities. 

• The idea that all able-bodied citizens should be “Self Sufficient”. 
• The idea that government should not be involved in the private lives of citizens. 
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• The idea that government should provide a safety net for the elderly, disabled, or 
needy. 

• The idea that program changes and additions can be implemented with little or no 
cost to localities. 

• The idea that revamping the old is less expensive than designing and implementing 
something new. 

• The idea that policy development should be specialized by program. 
• The idea that policy manuals should be for single program policy reference, rather 

than for generic procedural reference. 
• The idea that “welfare recipients” cannot be trusted and must be asked to verify all 

circumstances reported on an application or service request. 
• The beliefs that state program pilots are only conducted at certain agencies. 

 
Exercise 7 — Sub-process Name: Policy Management 

 
CYCLE TIME 
ELAPSED WORKLOAD 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Beliefs that only certain local agencies are selected for policy change input. 
• Overemphasis related to committees and attempting to accommodate locate input. 
• Local Agencies expect the State Home Office to provide the entire policy 

development process (Local Agencies). 
• Local Agencies should be allowed more flexibility in the implementation of policy in 

the more automated environment (Home Office). 
• LA resistant to change more and empowerment. 

 
2. Describe the informal organization required for individuals to be effective in their jobs. 
 

• Informal channels of communication between Home Office, Field Specialists, and 
LA; for input, interpretation, and clarifications. 

• Informal systems solutions developed because of policy lapses in information 
systems. 

 
3. Describe the significant variations observed during local visits. 
 

• Manuals accessed via electronic or paper copies. 
• Reliance on Informal channels.  
• Reliance on in-house policy guru’s.  
• Folklore.  
• Varied policy interpretations can occur within the local departments, region, or 

statewide. 
• Self-reliance.  
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Exercise 8 — Sub-process Name: Policy Management 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new business 
model. 
 

• Team approach – local teams have been assembled to administer, train and give 
input in relation to policy management. These teams also take questions and 
concerns related to policy and make suggestions for change. 

• Getting locality input before policy changes take place through online technology 
mechanisms. 

• Inform system as earliest possible of known or expected changes. 
• Input from informal organizations formed at the local level such as BPRO, 

POSSESS and the Alliance of Social Work Practitioners. 
• Piloting of special projects that will have an effect on citizens at large prior to 

statewide implementation. 
• Regulatory process education provided to all interested parties. 
• Contacting/conducting interviews with other states.  
• Collaboration with other states concerning policy development to look at best 

practices that could possibly apply to the state of VA.  
 
 

Exercise 9 — Sub-process Policy Management 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Client policy information should be available in other languages. 
• Merge policy manuals into one procedure based manual. 
• Create a single Policy Unit to handle multiple programs and services to address 

program outcomes rather than specific legislation. 
• Maximize use of Federal Regulation online resources and websites. 

 
2. Existing Outputs 
 

• Increase web-based access to policy analysis and development. 
• Encourage use of Internet input from policy collaborators. 

 
3. Current Information System 
 

• N/A 
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4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Policy Management 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Continue policy alignments across programs and services. 
• Consolidate policy development functions across the agency. 
• Focus on agency/system (VDSS) outcomes to encourage consistent themes for 

bipartisan support from current administration to future administration. 
 
2. Outputs 
 

• Consistent outcome focused policy changes. 
• Separate best practices out of standards and procedure – can be placed side by 

side as a quick reference. 
 
3. Outcomes 
 

• Work in better coordination with federal government relationship concerning policy 
changes and development. 

 
4. Use of Technology 
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Exercise 3 — Sub-process Name: Common Quality Assurance 
 

Context Diagram 
 

Purpose:
• Meet federal compliance 

requirements for error rate 
tolerances

Trigger:
• Approved cases 

Food Stamps
Medicaid 

-aid category
-other insurance
-timeliness

• Denied cases
Food Stamps

• Decision to conduct special 
review

Inputs:
• Federal procedures
• Random sample
• Client circumstances
• Case actions / dates
• Policy
• New client interview
• Verifications
• Client documentation
• ADAPT
• VAMIS
• APECS
• VEC
• SVES
• EBT
• Work number
• Local case practice
• Local procedure

Outputs:
Report of accuracy by locality
QA Findings
• Policy
• Ranking
• Client Circumstances -

changed / missing 
(discrepancy)

• Dollars
• Categories of error information 

by locality
• Separate case file system
Error Rate
Q5I Entries - ? (QA data system)
Additional QA Case Record
Practice Recommendations

Outcome:
• Information about errors, 

accuracy and timeliness of 
case action by locality to 
support case corrections and 
local corrective action 
planning

Handoffs:
Case
• State hand-offs
• Local QA contact
• Supervisor
• Worker
• Copier – clerical ?
• Clerical – mailing
• Courier
• Central Office
• QA central office function
• QA reviewer in the area
• QA Central Office function
• Courier
• Local mail room
• Designated QA person
• Supervisor 
• Worker
Findings
• Designated management 

supervisor 
• If error, worker to correct case
• Respond to error, concur or not

Incoming – Other 
System:

Outgoing – Other 
System:
• Fed system – Kansas City –

FNS (not automted)
• DMAS?

After Work:
• If error,  worker must 

correct case
• Fraud ref. possible
• Policy procedural 

changes possible
• Re-filing of the case 

folder
• Overpayment and 

underpayment over 
mos.

• Other case corrections 
due to findings

Cost Drivers:
• Labor
• Paper
• Courier
• Lack of system support
• Sanctions / penalty
• Level of redundancy
• Lack of sharing with other 

corrective action tools
• Lack of documentation 

exacerbated by lack of system 
based documentation

• Courier
• Storage
• Lack of shared info with other 

compliance functions

Integral Process:
• Federal sub-sample
• Programs reviewed and 

systems that support 
Food Stamps and 
Medicaid

Peripheral Process:
• Programs / issues that may 

come under special review

Redundancies:
• 2nd case file
• Copied case related 

documentation for 
review by QA

• Copied and stored 
verifications by locality 
in local office

• Lost record restoration

Issues
• Cultural bias to retain point-

in-time information
-Screens
-Verifications

• QA typically is not a front 
end process, causes more 
errors

• Not automated

Number of Client 
Visits
No client visits to office , face-
to-face at home by request
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Exercise 4 — Sub-process Name: Common Quality Assurance 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Not a front-end QA. 
• No electronic case record in many local agencies. 
• Findings / form format do not match. 
• We/they attitude. 
• Findings on last page inefficient. 
• Mix of paper and systems that support the case. 
• No formal mechanisms for advising other findings. 
• Format for the report requires a “read” of the findings. 
• Lack of documentation or inadequate documentation is the second largest cause 

of errors. 
• No re-review of local initiative to improve case accuracy rates. 
• Failure to consistently negotiate or explain case actions to permit State QA to 

relieve locality of the error, if appropriate. 
• No methodology for an interface or information sharing with other State functions 

such as Fraud, Appeals, Fair Hearings; limited time to collaborate fully with policy 
functions. 

• Requires physical case record—this entails copying what is needed for the local 
office and couriering the original case record to State QA.  Reviews are done on 
1020 cases per year. 

• Lost original case files. 
• Inconsistent local culture around whether the whole case record is copied, or 

whether only the most current information is copied to support the current case 
status. 

• There is not a complete understanding at the local level that a case cannot be 
touched once it has been pulled (identified) for a QA review.   

 
2. Existing Outputs 
 

• 95 days to complete a case review could be cut in half with electronic case file 
that has all of the elements of the case in one place. 

• Only error memos are sent electronically. 
• State QA does not use the ADAPT audit trail function to ID the specific worker 

that took the action in question. 
• Localities inconsistently review and act on the reported error findings posted on 

the website. 
 
3. Current Information System 
 

• Completely manual process – have a Q5I system for filling out worksheets has 
deficiencies. 
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• No QA component in ADAPT that would permit QA reviewers to complete case 
review in policy-based system. 

• ADAPT is used for partial case review only. 
 
4. Current Outcome 
 

• Value of the information/findings in QA combined with other known information 
such as appeals, fraud, fair hearings, and ongoing collaboration with program 
policy could produce an outcome of higher value than the QA function alone. 

 
 

Exercise 5 — Sub-process Name: Common Quality Assurance 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• Adding a tool that permits QA review of electronic case records from a locality – 
only for approximately one-third of localities. 

• Some localities are converting to electronic case record – would prevent printing 
case files. 

• Will only impact QA for specific jurisdictions (Impact on federal sub-sample 
review). 

 
2. Existing Issues that will be corrected by the “change in progress”  
 

• Enable review of electronic case record for those localities where the tool is 
implemented. 

 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations: 
 

• Not a statewide implementation. 
 
 

Exercise 6 — Sub-process Name: Common Quality Assurance 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Federal policy focusing on errors rather than prevention. 
• Perceived shortage of resources to do both error review and prevention. 
• Perceptions of “not enough time” 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
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• Cultural - to remain objective two-way communication is stifled by the structure of 
the communication. 

• Perception that QA only focuses on the negative. 
• Local perception that there is not sufficient staff time to do thorough 

documentation. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Perception that QA perceives it is the expert and will always prevail. 
• Perception by localities that they can’t do anything about client error. 
• Reactive vs. responsive methods. 
• Reinforcement of hard copies in case file. 
• Requirement for the localities to present the entire original case record, well 

beyond the review month (this may entail volumes). 
 

Exercise 7 — Sub-process Name: Common Quality Assurance 
 
CYCLE TIME 
 

• Error findings are in the past about four months. 
• 95 days to review a case record. 

 
ELAPSED WORKLOAD 
 

• N/A 
 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Interpretation of policy drives process. 
• We/they attitude. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 
3. Describe the significant variations observed during local visits. 

 
• Levels of case documentation that is copied for local retention. 
• Amount of effort in responding to errors. 

 
 

Exercise 8 — Sub-process Name: Common Quality Assurance 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
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• Publishing their findings and individual and aggregate info on errors. 
• Training localities on basis of error trends. 
• Completeness of documentation findings to local agency including other non-

error findings. 
• Method of arbitrating with feds is successful. 

 
Exercise 9 — Sub-process Name: Common Quality Assurance 

 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Single point-of-contact for QA all agencies. 
• Enhancing electronic file processing capacity. 
• An approach to remedy relationships – enterprise-wide acceptance that the QA 

goal/mission is bigger than the one case on my desk today. 
• Changed format to make the case corrections easier to act on without full read. 
• Include case practice found to be completed correctly.  
• Consider standardized case profile approach that says: correct, error, N/A. 
• Institution of a standard case folder structure. 
• Reevaluate the State QA function procedures, including review, communication 

with localities, requirement for case record submission, and any other for pre-
information era procedure that limits the function’s ability to be more efficient and 
effective.  

 
2. Existing Outputs 
 

• Correlate information from QA with information/findings from other compliance 
functions such as Appeals, Fraud, Fair Hearings. 

 
3. Current Information System 
 

• Identify if QMI can be integrated into and flow from ADAPT information. 
 
4. Current Outcome 
 

• Enhance the value of the QA function by implementing methods to make it 
preventative. 

 
Exercise 10 — Sub-process Name: Common Quality Assurance 

 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
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1. Work Process 
 

• Automated support that is an extension of case management automation. 
• Working relationship between QA and case management. 
• QA approach more up-front and proactive. 
• Tight link between policy, training, QA, and Fraud. 

 
2. Outputs 
 

• Outputs that directly reflect the case management inputs and the QA findings 
from a single source. 

 
3. Outcomes 
 

• Create a function that returns to the organization the full value of the resources 
expended. 

 
4. Use of Technology 
 

• Refined systems that allow QA to be fully functional in the electronic world. 
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Exercise 3 — Sub-process Name: Statistical Reporting 
 

Context Diagram 
 

Purpose:
• To satisfy the requirement to 

report on demographics and 
statistical data related to 
services and benefits . 

Trigger:
• End of a cycle of 

activities (typically 
monthly) which are 
mandated for 
reporting to the 
State.Inputs:

• Case count, case 
demographics, 

• Unique I.D.s, 
• Program category and 

code, 
• Reason for benefit/

service, 
• Amount of benefit or 

service, 
• Number of children to 

case, Number of 
adults to case

Outputs:
• Summary information for 

the program for the month, 
• Rollup of summary 

information on quarterly or 
annual cycle .

Outcome:
• Information provided 

meets requirements to 
support reimbursement.

Handoffs:
• 1. Program system actions to 

Fiscal staff, 
• 2. Warrant Reg Review/Approval, 
• 3. Manager of Acctg Team/

release for update, 
• 4. Management Team for 

analysis , 
• 5. Budget function

Incoming – Other 
System:
• none

Outgoing – Other 
System:
• Local Finance Office 

System, 
• State's LASER System, 
• Interim Day Care 

System, 
• Bank Vendor

After Work:
• Initiate above cycle 

again.

Cost Drivers:
• Duplicative reporting 

processes and 
procedures for multiple 
State program areas.  
Repeated collection of 
data for each. 

• Specialized formats for 
each based on 
individual State program 
requirements. 

• Paper driven process.  
• No shared data 

collection systems .  
• No best use of LASER 

investment to produce 
the individual 
programmatic date for 
other State functions.

Integral Process:
• County Finance Office, 
• State statistical and 

financial functions, 
• Local and State 

Programs

Peripheral Process:
• Local Social Services Board , 
• Program handling of 

reported program statistics 
and demographics

Redundancies:
• There is manual 

information handling 
component for all 
paper-based reporting 
formats such as Grant 
Reporting and State 
receivables.  

• Three different 
receivable systems at 
the State level that must 
be fed manually.  

• For Day Care reporting, 
entry is made to LASER 
and the Interim Child 
Care system which is 
not different data. Issues

• All reporting has a layer 
of manual workload to 
produce differing data in 
varying paper-based 
formats, in spite of 
already reported 
electronic data in 
LASER.

Number of Client 
Visits
N/A
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Exercise 4 — Sub-process Name: Statistical Reporting 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Generation of statistics for Local Board of Social Services is manual. 
• Procedures may never have been rewritten for the modern age, which requires 

warrant registers to be signed by local Boards.  This may be delegated to local 
Director, and local Director can delegate to local DSS Finance official. 

 
2. Existing Outputs 
 

• Summary information is all produced in manually produced, paper-based formats 
to the receiving State programs. 

• Previously created electronic data must be converted to paper-based reporting 
formats. 

• CSA data (from Harmony) converts and prints to required format. 
• Statistics and projected services requirement (QA component) is duplicative of 

information housed in and available from OASIS. 
• Some CSA information is not reported to State DSS, rather to Department of 

Education. 
 
3. Current Information System 
 

• Local financial systems support both ongoing operations as well as point in time 
information for reporting purposes.  This creates a conflict for capturing the point 
in time data.  Freeze the system for snapshot information or other mechanism 
required. 

 
4. Current Outcome 
 

Exercise 5 — Sub-process Name: Statistical Reporting 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations. 
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Exercise 6 — Sub-process Name: Statistical Reporting 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Localities are organizationally assumed to be responsible for meeting the 
individual requirements of individual programs, irrespective of the availability of 
electronic information reported to the State centrally that could be extracted for 
individual use. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Traditional and historical relationships between State and localities (roles and 
responsibilities) have not been redefined for the post-information era.  Work is 
still conducted largely as it was in the pre-information era. 

 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Perceptions of roles and responsibilities that are outdated in an environment 
supported by modern information management tools. 

 
Exercise 7 — Sub-process Name: Statistical Reporting 

 
CYCLE TIME 
 

• Depends on level of automation in a locality. 
 
ELAPSED WORKLOAD 
 

• Varies 
 

1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• State program reliance on paper-based reporting has impeded a natural 
transition to reliance on State constructed applications/routines to extract 
reporting information from existing centralized State systems to which localities 
report. 

• Not all of the State systems collect the necessary data for federal reporting that 
requires localities to provide the information manually. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Devised methods of simplifying to the extent possible the mechanism for 
converting electronic data to paper-based reports. 

 
3. Describe the significant variations observed during local visits. 
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• Level of local automated support. 

 
Exercise 8 — Sub-process Name: Statistical Reporting 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• None 
 
 

Exercise 9 — Sub-process Name: Statistical Reporting 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• Elimination of need to produce any work product in manual format that exists 
elsewhere in electronic format. 

 
2. Existing Outputs 
 

• Use of electronic data to feed other program needs. 
 
3. Current Information System 
 

• Development of applications by the state to extract information from LASER to 
produce the outputs required from the localities in manual media or secondary 
entry into other systems. 

 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Statistical Reporting 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Manual labor and workload should be removed from local and State Statistical 
Reporting work activities and tasks. 
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2. Outputs 
 

• Centralized State information systems, fed by localities, should produce usable 
information to the individual State programs without local intervention to convert 
the data to paper-based formats specialized to each State program area. 

 
3. Outcomes 
 

• Information supplied once to the State centralized financial system should be 
converted to program formats required by State programs. 

 
4. Use of Technology 
 

• Maximize the investment in LASER, using it to replace manual reporting 
processes by 120+ localities, thereby reducing costs associated with human 
labor to convert electronic data to paper-based data and the transportation costs 
monthly to send reports to 13 program areas. 
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Exercise 3 — Sub-process Name: Common Training 
 

Context Diagram 
 

Purpose:
• To teach policy, 
• procedure, and skills

Trigger:
• New Hires, 
• Mandatory, 
• Required & ID 

Training Needs
• Refresher training
• Professional 

development

Inputs:
• Curriculum material 

(outlines, videos, 
exercises), 

• training calendar, 
• policy changes , 
• local, state and 

federal requirements, 
• new technology, 
• specific requests .
• Identified needs

Outputs:
• Manuals, 
• hand-outs, 
• desk tools, 
• testing, 
• videos/dvds, 
• power point presentation, 
• on-line training modules, 
• guidelines, 
• forms, 
• self-paced,
• teleconferences

Outcome:
• Knowledge transfer, 

skills , and abilities.

Handoffs:
• Supervisor, 
• Worker, 
• Supervisor/Worker, 
• ATC, 
• Trainer, 
• ATC, 
• Worker, 
• Supervisor, 

Incoming – Other 
System:
• Teleconferences

Outgoing – Other 
System:
• Learning Management 

System (i.e. STARS)

After Work:
• Certificate, 
• training evaluation, 
• follow-up with trainer, 
• OJT application of 

training, 
• revisions to training 

materials, 
• accommodations to 

training.

Cost Drivers:
• Cost of materials, 
• travel expenses (trainer 

and employees), 
• employees' time, 
• turnovers, 
• web server, 
• contractors, 
• air time, 
• equipment, 
• upgrades, 
• software, 
• videos, 
• dvd/cd, 
• licensing, 
• postage, 
• rental, 
• salaries (trainer, 

employees and ATC).
• Manpower

Integral Process:
• VISSTA,  
• all program Policies, 
• OASIS, 
• fraud, 
• QA, 
• ADAPT.

Peripheral Process:
• Animal Control, 
• Police, 
• Domestic Violence Programs, 
• fire department, 
• schools, 
• in-service and outside contractors, 
• professional conferences, 
• CSB , 
• Department of Rehabilitation Services, 
• VEC, 
• community colleges , 
• hospitals, 
• University, 
• private providers, 
• community resources.
• In-service training provided by city/

county
• Court services
• Attorneys

Redundancies:
• Training the trainers, 
• copying, 
• Same topics covered in 

multiple courses, 
• costs of training, 
• cancelled classes 

require re-registering.

Issues
• Lack of training review measurement 

mechanisms, 
• lack of continuity of feed back between 

handoffs, 
• personal issues, 
• lack of reality based application during 

training, 
• training can be too broad, 
• qualification of trainers, 
• curriculum knowledge without practical 

knowledge, 
• communication between locals and 

curriculum development.
• Attitude of trainer

Number of Client 
Visits
• Multiple
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Exercise 4 — Sub-process Name: Common Training 
 
List major deficiencies/inefficiencies in the existing: 
 
1. Work Process 
 

• Lack of availability of training where needed, when needed only available in five 
area training centers (Note: May be offered at outlying locations varying times.) 

• Qualifications of trainers not clearly known to all. 
• Trainers need floor skills, policy knowledge and policy application skills. 
• Lack of practical application of training. 
• Online manual not portable for local trainers if they don’t have immediate access 

to a PC. 
• Phase I materials are on state website but some localities print and complete the 

course on paper.  Yet, the courses can be completed and sent via the Internet. 
• Lack of pre-training for service programs. 
• Skills-training is too general not specialized enough for practical use. 
• Training not valued as a high priority use of time consistently by supervisor or 

management. 
• Lack of consistency in procedures training. 
• Posting power point presentations on website without benefit of trainer. 

 
2. Existing Outputs 
 

• Lack of communication/information exchange between state training and local 
supervisor. 

• Lack of measurement for training. 
• Lack of consistent OTJ training. 
• Lack of refresher/ongoing training is inconsistent across all localities.  
• No measurement of speed or processing with accuracy prior to Quality 

Assurance pull. 
• Inconsistency in sharing with supervisor’s evaluation of worker’s training results – 

Inconsistency in supervisor application of evaluations in supervising staff. 
• Little or no development of new courses-focus on new worker training only. 
• New worker training focuses mostly on intake process as opposed to ongoing 

processes. 
• Need to recognize training includes classroom, OJT and follow up Training 

period  (package deal). 
• Some information is redundant between courses. 
• Some video material is outdated. 
• Trainer bias impacts outcome.  

 
3. Current Information System 
 

• Must try four different possibilities to get user id to sign onto contractor system. 
• Self paced training written for only one type of learner. 
• Limited availability of self-paced training. 
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• Lack of hardware to support web based or distance learning. 
• Lack of practice databases for some programs. 

 
4. Current Outcome 
 

• OJT becomes critical and requires commitment and availability of local staff. 
• New workers not long term employees (High turnover). 
• New worker training is scheduled over three to five days (on information overload 

at the end), and may occur over several weeks. 
 
 

Exercise 5 — Sub-process Name: Common Training 
 
Define the following for the existing Sub-process. 
 
1. Changes to the Sub-process that are currently underway in the Department: 
 

• None 
 
2. Existing Issues that will be corrected by the “change in progress”.  
 
3. The “change in progress” cannot be immediately or cannot completely correct the 

issue that has prompted the change due to the following barriers/limitations. 
 
 

Exercise 6 — Sub-process Name: Common Training 
 
Define the following for the existing Sub-process. 
 
1. Constraints/Limitations (Procedure/Cost/Risk/Organization/Retraining) 
 

• Travel expenses and distances. 
• Personal impact. 
• Local staff not available to do training. 
• Local budgets may not allow all workers to attend training. 

 
2. Barriers to Changing the Process (Regulation/Culture/Organization) 
 

• Contract with provider. 
• One to several individuals can pass the knowledge they have to newer workers – 

even if it is wrong. 
 
3.  Sacred Cows (People/Ownership/Oral Histories/Time-Honored Methods) 
 

• Longevity with existing contractor. 
• Perception of the contractor as part of the human services organization. 
• Level of State/local control over curriculum. 
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Exercise 7 — Sub-process Name: Common Training 
 
CYCLE TIME 
 
Services six months for all required.  
Benefits four weeks for all programs. 
 
ELAPSED WORKLOAD 

 
1. How does the culture contribute to the efficiency/inefficiency of the Sub-process? 
 

• Workers sent to classes without some background knowledge of the job. 
• Trainers are information based as opposed to skills-based. 
• Trainer’s attitude influences workers’ relationships with clients/agency. 
• Trainers use the forum to send messages that are not conducive to quality client 

services/customer service.  Some talk negatively about customers and separate 
themselves from other programs and policy impact. 

 
2. Describe the informal organization required for individuals to be effective in their 

jobs. 
 

• Local trainers hired or funded. 
• “Regional” specialist training instituted. 
• On-the-job-training – passes bad habits along with good habits/knowledge. 

 
3. Describe the significant variations observed during local visits. 
 

• Local trainers vs. contractor training. 
• Agency supports the learning process vs. expected to do the job when finish the 

class. 
• SME’s vs. experienced experts. 
• Training labs vs. one-on-one training. 
• Test database training vs. live system training. 
• Level of agency support for professional development training. 

 
 

Exercise 8 — Sub-process Name: Common Training 
 

BEST PRACTICES 

Describe work behaviors/methodologies, activities or use of technology that are in use in 
any locality/function that can or should be considered for preservation in the new 
business model. 
 

• Use of online registration and tracking system for completed courses. 
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• Local or regional training. 
• Use of CEUs. 
• Staffed computer training labs. 
• Use of online VISSTA training course for Phase 1 Benefits training. 
• Local online training courses for services and benefits. 
• Professional development training beyond policy. 
• Establish agency goals and standards for both new worker and refresher training 

/standard…use of a progressive training package. 
• Assigned “buddies” for ongoing OJT guidance. 

 
 

Exercise 9 — Sub-process Name: Common Training 
 
Define Quick Fixes that could be implemented in the following areas that would 
immediately improve performance and provide a cultural shift that could benefit change 
management objectives: 
 
1. Work Process 
 

• More regional or local training labs/trainers. 
• Develop mock agency setting and practices. 
• Develop performance measures to be achieved before progressing through 

training. 
 
2. Existing Outputs 
 

• Trainers to do field visits to participants. 
• Begin training in house employees for promotional opportunities before vacancy 

occurs. 
 
3. Current Information System 
 

• Develop test databases to practice system entry for all programs. 
 
4. Current Outcome 
 
 

Exercise 10 — Sub-process Name: Common Training 
 
Define reengineering opportunities that would contribute to a dramatic improvement in 
performance for all localities. 
 
1. Work Process 
 

• Distance learning in supervised setting. 
• Self paced training in supervised setting. 
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• Routine use of interactive situational training for both new and ongoing workers 
that spans client interactions through policy application through interactions with 
co-workers. 

• Develop a college-based curriculum to prepare and train staff providing the 
expectation that the outcome is a certificate and that hiring will come from the 
ranks of those with certificates. 

 
2. Outputs 
 

• Develop certification program for all positions to capture existing knowledge and 
continued professional development and competency. 

 
3. Outcomes 
 

• Develop performance measures and standards.   
 
4. Use of Technology 
 

• Improve system hardware to allow visual, auditory and kinesthetic learning. 
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Perform Creation - Indexing X
Manage Active files X
Manage Case Transfers X
Manage Closed Files - Retention X
Perform Customer Contact X X X X X X X X X X X X X X X X
Perform Outreach X X X X X
Perform Intake X X X X X X X X X X X X X X X X X X X
Issue EBT X
Expo FS Reconciliation X
Perform Case Management X X X X X X X X X X X X X X X X X X X X
Perform Claims X
Administer Appeals X X X X X X X X X X X X X X
Admimister QA X X X X X X X X
Administer Fraud X X X X X X X X
Perform Training X X X X X X X X X X X X X X X X X X
Perform Statistical Reporting X X X X X X X X X X X X X X X X X X X
Manage Policy X X X X X X X X X X X X X X X X X X
Perform Family Assessment X
Perform Investigation X X
Respond/Initiate Court Proceedings X
Perform Purchase of Services X X X X X X X X X
Perform Accounting X X X X X X X X X X X X X X X X
Perform Claims (Over-Underpayment) X X
Perform Issuance & Reconciliation X X X
Develop Supportive Services X
Coordinate/Provide Supportive Services X X
Job Development X
Perform Grants Management X X X X X
Perform Home Study X
Preserve Records X
Recruit/Retain Foster Care Providers X
Child Registration for Adoption X
Adoption Case Management X
Perform Issuance & Benefit Services X
Issue Payments X
Administer Reimbursement X
Transfer of Responsibility X
Perform Retention Services X
Deliver QM Self Assessment X
Perform QM Reporting X
Perform QM Monitoring X
Perform QM On-Site Review X
Perform QM Review Committee Act. X
Perform Fiscal Activity X X X X X X X X X X X
Perform Forms and Brochure Mgmnt X X X X X X X X X X X X X X X X X
Perform Financial Accounting X X X X X X X X X X X X X X X X X X X
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VSSS Systems 
 
The BPR Team identified and characterized systems and applications currently employed in support of delivering Social 
Services to the Commonwealth of Virginia.  This appendix contains a complete listing of these applications. 
 
Acronym Name Description Steering 

Committee 
(SC) 

SC Subgroup 

501 501-Interfaces IV-a NCP repository.  The purpose of the 501 is to submit non-
custodial parent data to IVD (DCSE) to pursue said parent and 
enforce Child Support.  Data system for maintaining information 
related to collection of child support. 

Benefit Programs Interfaces 

AATS Automated Appeals 
Tracking System 

Designed for citizens of Virginia who disagree with the disposition 
of their applications for benefits and appeal that decision.  It is a 
standalone system for the appeals officers.  It tracks appeals, but 
does not share information or results with anyone outside of the 
Appeals and Fair Hearings office. 

Benefit Programs Multiple 
Programs 

ADAPT Application Benefit 
Delivery Automation 
Project 

Used by all the local agencies to track applications for TANF, 
Food Stamps, and Medicaid Families and Children programs.  
New or existing cases are established, detailed application 
information is tracked, eligibility is determined, and benefits 
authorized.  An interface to VaMMIS is provided for Medicaid 
benefits.  Food Stamp information is sent to the EBT vendor.  
TANF will be implementing a direct deposit function.  No current 
functionality for Aged/Blind/Disabled (ABD) is provided. 
ADAPT requires support from several other agencies, and 
interfaces to several systems, including ESPAS.  Any glitch in this 
process causes performance degradation. 

Benefit Programs Multiple 
Programs 

ADAPT-EBT Application Benefit 
Delivery Automation 
Project - Electronic 
Benefits Transfer 

Food Stamps EBT portion of ADAPT.  Interfaces with the vendor, 
providing demographic information, allotment amount, and if it the 
application is expedited or not. 

Benefit Programs Food Stamps 
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Acronym Name Description Steering 
Committee 
(SC) 

SC Subgroup 

AEP Atlantic Electric 
Power 

Started as a payment program for Appalachian Power, now 
American Electric Power.  It pays bills.  It is better known as 
"Neighbor to Neighbor".  A complete merger of AEP with the 
overall Energy Assistance programs should be considered. 

Benefit Programs Energy 

AFCARS Adoption and Foster 
Care Analysis and 
Reporting System 

AFCARS is a national system for collecting data on children in 
foster care and children who have been adopted. AFCARS 
collects client information on all children in foster care for whom 
State child welfare agencies have responsibility for placement, 
care or supervision and on children who are adopted under the 
auspices of the State’s public child welfare agency. AFCARS also 
includes information on biological, foster, and adoptive parents. 
States are required to submit AFCARS data semi-annually to the 
Federal Administration for Children and Families (ACF). OASIS 
provides the data submitted to ACF for AFCARS. In order to 
qualify for Federal funding, SACWIS systems must, among other 
things, meet the AFCARS requirements in 45 CFR 1355.40 that 
prohibit AFCARS information collected from originating in a 
separate information system. 

Family Services Multiple 
Programs 
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Acronym Name Description Steering 
Committee 
(SC) 

SC Subgroup 

APECS Automated Program 
to Enforce Child 
Support 

APECS supports VA's Child Support Enforcement Program. The 
system handles both case management and financial processing.  
APECS is in full compliance with the requirements of the Personal 
Responsibility Work Opportunity Act of 1996 (PRWORA) and has 
been unconditionally certified by the federal Office of Child 
Support Enforcement. 
The APECS database structure is being reengineered to extend 
the life of the system. APECS, transferred from another state in 
the early 1990’s, resides on a database management system 
called IMS. IMS is a legacy database system with many 
limitations.  The program is currently moving the APECS 
databases to DB2, a more modern relational database program.  
Many of the enhancements required to bring APECS into 
compliance with PRWORA were developed in DB2. APECS 
shares information with MMIS on the First Health Mainframe to 
pass Third Party Liability information (medical insurance) to 
MMIS. Private insurance pays prior to Medicaid, so this 
information is vital to Medicaid payment processing. 

DCSE Child Support 
Enforcement 

ARRIS Adoption Reports 
and Resource 
Information System 

ARRIS is an application used exclusively by the Home Office staff 
to track information for all Adoption cases in Virginia, Adoption 
Resource Exchange of VA (ARE VA) child and family registrations 
and as a case management system for Interstate Compact 
Placement of Children cases.  Information is not shared with other 
systems or agencies. 

Family Services Adoption 

BIS Background 
Investigation System

This is an Oracle database with a Visual Basic front end. There is 
a small Home Office user base. It is tied to CRF by its user base. 

Admin Interdepartmental 
Services 
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BRS Budget Request 
System 

The Budget Request System is an Oracle database system that 
allows staff in the Local Social Services Offices to request 
changes to their local budget in an online, real-time environment. 
When a local agency needs additional funds in a particular 
program area or budget line, the request is sent using this 
system.  Program Managers in the Home Office approve or reject 
these changes. Approved changes are automatically updated in 
LASER during a batch run at night. Local and Regional staff can 
check the status of requests at any time.  No reports are 
generated locally. 

Admin Financial 
Management 

CIRMNU Customer Service 
Reporting Menu 

This is a MAPPER program used by Benefits to log and track 
customer complaints from the field (usually about treatment in 
local departments) 

Benefit Programs Multiple 
Programs 

CRC Criminal Records 
Check System 

CRC resides on the Unisys mainframe. This system interfaces 
with the Virginia State Police, FBI, and courts jurisdiction 
throughout the U.S. to perform criminal background checks for 
potential employees, volunteers, and service providers in 
children’s residential facilities as required by the Office of 
Interdepartmental Regulation (OIR) for the Title 63.1-248.7:2 of 
the Code of Virginia. Provides a direct connection for local 
agencies to perform their own criminal record checks, eliminating 
the cost of sending to the state police for a fee. 

Admin Interdepartmental 
Services 

CRF Child Residential 
Facilities 
Application/System 

This is an Oracle Database with a Visual Basic front end. It has a 
small Central Office user base with a rollout to 3 external 
agencies within the next six months. Changes are now being 
made to the system to have an automated interface with other 
agencies. It is tied to BIS by sharing a common user-base. 

Admin Interdepartmental 
Services 
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CSA Comprehensive 
Services Act 

1993 VA law provides for the pooling of 8 specific funding streams 
to purchase services for high-risk youth. Funds are returned to 
localities with a required state/local match and are managed by 
local interagency teams. Purpose: to provide high quality, child 
centered, family focused, cost effective, community-based 
services to high-risk youth and their families. Each locality is 
required to have at least two different interagency teams: 1) the 
Community Policy and Management Team, and 2) the Family 
Assessment and Planning Team. Reports on CSA data sets are 
provided by an online application to enter child specific case 
information. 
Reporting of prevention and support services in Virginia (in 
OASIS) is now a requirement of multiple, federally mandated 
plans. In addition to funding connected to VA’s Comprehensive 
Services Act (CSA), and to the Promoting Safe and Stable 
Families Act legislation, the VA General Assembly provides 
funding (with a 20% local match required) for services to prevent 
the placement of children into foster care.  Data is collected from 
all localities and stored in the Data Warehouse.   
CSA Affects Foster Care greatly, and CPS and Child and Family 
Services to a lesser degree.  CSA has its own process and 
database for collecting information.  CSA duplicates many of the 
foster care processes - duplicate service plans, applications, 
copying, etc.  Requires a separate file within the case record.  
Primary function is to provide the funding for services for children 
in foster care and for services to children at risk of entering foster 
care. 

Family Services Foster Care 
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CSE Payment 
Entry 

Child Support 
Enforcement 
Payment Entry 

(Also known as SUPE Payment Entry.) This is a DPS system 
written in COBOL. It is a standalone application that processes all 
child support payments received by check or money order. More 
than 14,000 checks accounting for more than $1.8 million in child 
support collections are processed on a daily basis. At night, the 
payments entered into the system during the day are transmitted 
to the state’s child support enforcement system, APECS, for 
distribution and disbursement to customers. The Division of 
Finance, Payment Processing Unit is working to replace this 
system. SUPE resides on the Unisys mainframe and is supported 
by a DMS database. The age and infrastructure of this system 
puts it at risk for several reasons. Currently, there are no 
programmers available to support this system. The last updates 
made were to bring the payment entry system into compliance 
with Y2K efforts. There are minor changes that should be made to 
maintain the system, but workers are able to work around these 
issues. The DMS database management system is old and 
increasingly difficult to support. 

DCSE Child Support 
Enforcement 

CSE Web 
Application 

Child Support 
Enforcement Web 
Application 

This is part of the DSS public web site and provides a wealth of 
information about Virginia’s child support program. It also 
provides customer access to case status and payment 
information for CSE  

DCSE Child Support 
Enforcement 
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Data 
Warehouse 

 The data warehouse is an automated system that allows multiple 
sources of data to be accessed and queried. At this time, the 
Department has the following data sourced to the data 
warehouse:  
• ADAPT applications 
• ADAPT cases 
• Limited data about ADAPT clients 
• High Performance Bonus (HPB) 
• VITA phone bills for VDSS 
• Comprehensive Services Act (CSA) from all Virginia localities 
• TALON (updated periodically) 
• IEVS (triggered monthly from the IRS through ADAPT) 
• DSS Human Resource Data (from the State personnel system, 
as a prototype) 
The following data should be available in the first calendar quarter 
of 2005: 
• Medicaid Recipient (from DMAS) 
• Full functionality human resource data and payroll data for 
VDSS employees 
The following data should be available in the first calendar quarter 
of 2005: 
• Medicaid Recipient (from DMAS) 
• Full functionality human resource data and payroll data for 
VDSS employees  
The following data should be available in the first or second 
calendar quarter of 2005: 
• ADAPT clients full featured data mart 
The RDMS is Oracle, and the ETL tools are PL/SQL, Pen, Oracle 
utilities, and Cognos Decision Stream. The end-user reporting 
tools are Cognos Impromptu, Cognos Power Play, Cognos 
Visualizer, and Cognos Query. We use Cognos UpFront as our 
web user interface. Some reporting using Oracle Reports and 
SQL. Data from other VDSS automated systems will be added in 
the future. The Department plans to move much of its reporting 
and decision-support activities to the warehouse. Currently 
working on designs to combine data summaries about individual 
clients (conformed data marts).  Access to the Data Warehouse is 
currently limited, reducing the system utility to local agencies. 

Business 
Intelligence 

Multiple 
Programs 
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Disaster 
System 

 Maintains data in a MAPPER database and only uses the check 
writing system to issue the actual check.  This system eliminated 
the unique DMS database that was used solely for the check- 
writing process. 

Benefit Programs Disaster 
Assistance� 

DMS Check 
Writing 

 This is a database that is shared by several check-writing 
systems such as APECS and VACIS. It has several data entry 
screens used by the DBA area to maintain the check processing 
data, but it really is a slave to other applications (like Energy 
Assistance, TANF, etc). It is a separate, very small database. 

Others  

DOLPHIN Division of Licensing 
Programs Help and 
Information 

Network Dolphin is a software application that tracks the 
inspection and licensing of Adult and Childcare facilities. 
DOLPHIN is a web-base application running on Oracle. It is also a 
replacement for two older systems, one in MAPPER and one in 
VACIS. The system has a back office web-based application and 
a client server inspection system on pen tablet computers. The 
web components are apache, Oracle 9ias and Oracle 9i 
database. The inspection component runs on .Net and Microsoft 
Access runtime. 

Admin Licensing 

EAP Energy Assistance 
Program 

A Mapper system that makes extensive use of COBOL programs 
for reporting.  The system is made up of 3 separate components 
(FUEL, COOLING, and CRISIS) and those components can now 
be run independently of one another.  The main user would like to 
merge these 3 separate databases into a single database.  
Currently, Fuel must stop before Cooling starts.  This system 
needs many enhancements.  It is closely aligned with ADAPT 
since many of the customers are the same.  Checks are written 
from DMS, using COBOL programs.  There are >700 programs in 
this system, so it will be a significant effort.  This is a short-term 
seasonal program. 

Benefit Programs Energy 

EBT Reports Electronic Benefits 
Transfer Reports 

Food stamp data is returned from the vendor and placed into an 
Oracle database and reports are generated from the business 
area. 

Benefit Programs Food Stamps 
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EMAIL  Internet-based email provided to all state and local full-time, 
contract and temporary employees. State is currently using MS 
Outlook/Exchange Server. 

Admin Information 
Systems 

ESPAS Employment 
Services Program 
Automated System 

Accessed through ADAPT on the Fujitsu PP1500.  It has a major 
connection to ADAPT.  The case numbers used in this system are 
now ADAPT case numbers so they are truly linked systems.  
There are almost 100 programs in ESPAS.  This is a MAPPER 
front end to Oracle database. 

Benefit Programs Welfare to Work 

EXECLOG Executive Logging 
system 

Exec Log is a company system for tracking executive 
correspondence. It is a high profile application (Access DB) with 
27 programs. 

Admin Policy/Planning 

FAAS (New) Financial Accounting 
and Analysis 
System 

FAAS uses the Oracle Government Financials software package. 
FAAS resides on the Fujitsu PP1500. The system performed 
Purchasing, Accounts Payable and General Ledger functions and 
interfaced with the Department of Accounts CARS 
(Commonwealth Accounting and Reporting System) to make 
vendor payments and issue EFT reimbursements to local 
agencies. FAAS is the Department’s system of record for all 
financial manners. State and federal financial reports are 
generated and the Department’s budget and expenditures are 
tracked in FAAS. Failure to meet reporting requirements could 
result in federal sanctions. The system also interfaces with the 
Department of General Services eVa system (Virginia’s electronic 
procurement system). Requests for selected goods and services 
are electronically interfaced to eVa and electronic purchase 
orders are issued to vendors. 

Others  

FAAS (Old) Financial Accounting 
and Analysis 
System 

FAAS uses the Oracle Government Financials software package. 
The “old” system contains data that was not converted to the new 
version of FAAS and is used for inquiry only. This system will be 
out of use by the end of June 2004. The data is being retained, 
but the middleware will not be usable. 

Others  
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FDTS Fraud Database 
Tracking System 

Web-based system written in Coldfusion.  FDTS uses an Oracle 
database and runs on the Fujitsu PP1500.  The system was 
designed to support local fraud workers in their charge to 
document, manage, report, and maintain information about cases 
of suspected and founded fraud, involving receipt of public 
assistance benefits.  FDTS replaced both FARS and Fraud Free.  
Information is not shared with other systems. 

Admin Fraud 

Federal 
Reporting 

Federal Reporting This system prepares federal financial reports.  It is heavily 
dependent on ADAPT, VACIS, ESPAS, and Day Care Data.  Any 
decision on VACIS is highly tied to this system.  It is written using 
DMS, MAPPER and PL/SQL using an Oracle database on the 
Fujitsu mainframe. 

Benefit Programs Multiple 
Programs 

Fiscal Mgmt 
AR 

Fiscal Management 
Accounts 
Receivable 

This system generates bills & accounts for receipts to hospitals Others  

Form 801  This is a data collection web-based Oracle Application. It resides 
on the Fujitsu PP1500. It is one of many steps in a process used 
to gather and deliver information for the Federal Government on 
Child Care activity in Virginia. A random sample of 200 plus cases 
is pulled each month from Interim Care. From this selection 
Cases are posted to the local agency web site and sent via email 
to the respective local agency whose cases are selected. 
Agencies complete the case information directly on the local 
agency web site with edits in place. The data goes directly into 
the database. At the point that 200-case information is obtained, 
the file is reviewed and sent electronically to the feds. 

Others  

FS APPTRK Food Stamp 
Application Tracking 
System 

Located on the Unisys mainframe. Provides agencies with the 
ability to correctly track the timeliness in Food stamp distribution 
and benefits delivery.  The user would like this to be 
accomplished using the Data Warehouse instead. 

Benefit Programs Food Stamps 
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FSCT Food Stamp Claims 
Tracking 

This is used for tracking recoupment of overpayment for Food 
Stamps only. Resides on the Unisys mainframe.  The entire 
network of local social services agencies uses this system to 
record claims filed against clients by the food stamp units in local 
agencies as a result of the overpayment of food stamp benefits 
due to the misrepresentation of facts by a client.  The system is 
being merged with the ADAPT system since ADAPT provides the 
means to reduce the benefits and track everything automatically 
vs. manually.  Full conversion is scheduled for summer of 2004. 

Benefit Programs Food Stamps 

Hospital 
Accounting 
System 

Hospital Accounting 
System 

Combination of input screen and batch reports.  It deals with 
entering, maintaining, and reporting for AR fiscal data. 

Benefit Programs Multiple 
Programs 

Hospital 
Tracking 

Hospital Tracking MAPPER system for tracking Medicaid applications taken by 
Medicaid Outstationed workers at Hospitals 

Benefit Programs Medicaid 

HPB High Performance 
Bonus 

Extracts data from ADAPT, VACIS, and ESPAS and stores it in 
the Data Warehouse.  It is not a fully automated process 
(submission of the files, starting of the programs, etc. require 
manual intervention).  This is a high profile system since it can 
generate dollars for the state.  Inn the past, Virginia received $7.8 
million because of activity documented by this system. 

Benefit Programs TANF 

HRMTRK Human Resource 
Management 
Application Tracking 

HRMTRK resides on the Unisys mainframe. It is an automated 
position/applicant tracking system. This system is a MAPPER and 
COBOL system that captures the following data:  
- Position Information 
- Applicant Information 
- Certificate Information 
- Employment Information 
- EEO data" 

Others  

ICal Shared Calendar 
Application 

iCal is a Web Calendar Server that works with Microsoft 
Windows. It is an event calendar that can be used for scheduling 
meetings and events. The calendar can be for shared on the 
Intranet or Internet. 

Others  
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ICC Interim Child Care (formerly IDC- Interim Day Care) Tracks case and client payment 
data for the purposes of matching local payments against 
requests entered into LASER.  This is a poorly designed 
MAPPER system that is far from Interim. It is currently being 
changed with several enhancements and corrections. Timely data 
entry is a problem for other systems depending on this data. 

Admin Child Care 

IEVS Income Eligibility 
Verification System 

Function has been moved into ADAPT.  Pulls income information 
for Medicaid clients currently in ADAPT, primarily social security 
information.  Also shows duplicate information, if a client has a 
case in more that one state.  Shares information with First Health 
mainframe. Is given information on Medicaid ONLY recipients, 
and uses that information to verify Income through the IRS.  New 
Hire reports are the main visible output. 

Benefit Programs Medicaid 

Job Queue Welfare Job Queue Function has been moved into ADAPT.  ADAPT feeds to 
Employment Service Program Automated System all TANF 
eligible clients that have been approved and must participate or 
want to volunteer in VIEW 

Benefit Programs Welfare to Work 

LANCER Local Agency 
Reimbursement 
System 

Lancer resides on the Unisys mainframe. This system is only 
active for reporting purposes. When the Data Warehouse is 
operational, the data from the LANCER system will be transferred 
and the old MAPPER system will become obsolete.  Not used by 
local agencies. 

Admin Financial 
Management 

LASER Local Automated 
System for 
Expenditure 
Reimbursements 

Laser operates using the Oracle Government Financials General 
Ledger module. Local agencies enter expenditure data in LASER. 
Federal, state and local funding shares are computed for 
reimbursable expenditures and refunds to local agencies are 
generated. The system interfaces with CARS through the FAAS 
system. This is a high profile system as it generates and 
reimburses funds to local agencies for expenditures they have 
made. 

Admin Financial 
Management 

Learnfare Learnfare Function has been moved into ADAPT.  Detects whether a child is 
attending school that is relative to continued eligibility.  Used for 
the school free lunch program. 

Benefit Programs Welfare to Work 
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LETS Local Employee 
Tracking System 

LETS is an Oracle system housed on the Fujitsu PP1500. LETS 
is a human resource management system that is used by the 
local departments of social services. Local departments key 
classification, compensation, position, employee and transaction 
information for the purpose of tracking and maintaining human 
resource data and producing state and local management reports. 
The data in LETS is used by Virginia Department of Social 
Services for a variety of purposes including: monitoring human 
resource transactions at the local level, classification and 
compensation studies, recruitment and selection, joint-cost count 
and random moment sampling.  Local agencies maintain that it is 
difficult to use, doesn't keep an accurate count.   

Others  

Licensing  The functionality of the DMS portion of this application was 
replaced by the new Dolphin system, which was developed by an 
outside vendor. The Mapper component of Licensing is still active 
and functional. This application is part of the overall VACIS 
database, so decisions made regarding VACIS have 
dependencies to this system. 

Admin Licensing 
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MAGIC MAGIC Total 
Service Desk 

Tracking system used primarily by system support staff to track 
calls requesting support or assistance.  Benefits is currently 
considering using this system to track technical assistance and 
policy questions related to programs.  Magic Total Service Desk is 
a Web-based Business management tool that provides 
management functionality in the following areas: 
• Call Center Management (Problem call reporting and tracking, 
statistical reports & knowledge ware for customer self-service 
problem resolutions)  
• Asset management (Asset tracking/System of record for DSS 
state fixed assets)  
• Inventory control (DSS IT hardware and Software management, 
service contracts and warranty tracking)  
• Crisis Management (Electronic bulletin board that posts notices 
or enterprise-wide information)  
• Web access (Customer capability of accessing system for 
problem reporting and problem update status)  
• Knowledge Search (SIR) (Statistical information Retrieval  

Admin Information 
Systems 

Med APPTRK Medical Application 
Tracking 

MAPPER-based application that supports the tracking of Medicaid 
applications and is used extensively by local agency workers.  
The Med PEND application interfaces with this system so any 
changes to this system will require research for Med PEND. 

Benefit Programs Medicaid 

MEDPEND Medicaid Pending 
Application System 

Mapper Application on Mapper1 of the mainframe.  It is used by 
local agencies to record and monitor Medicaid application 
processing.  It is not used by all local agencies.  Most large 
agencies do not use it.  The field has requested that it be merged 
with ADAPT and provide additional management information as 
part of the Medicaid statewide rollout. 

Benefit Programs Medicaid 

MENU MENU This is front-end menu that simplifies accessing VACIS family 
services screens. 

Family Services Multiple 
Programs 

MSI/MSU Multiple Systems 
Inquiry and Multiple 
Systems Update 

Function has been moved into ADAPT.  Benefits inquiry and 
update system used to update a number of programs such as 
ADAPT, VAMMIS. 

Benefit Programs Multiple 
Programs 
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NAPS Neighborhood 
Assistance Provide 
System 

The system tracks contributions given to non-profit organizations 
and determines how much tax relief should be applied to the 
organization. This is an Oracle database with an ACCESS front 
end. It is used by Home Office staff only. 

Admin Community 
Services 

OASIS Online Automated 
Services Information 
System 

OASIS is the statewide-automated case management information 
system of the Division of Service Programs. It supports service 
delivery to the Adoption, Foster Care and Child Protective 
Services programs. This system is currently used for complete 
case entry, although some agencies also use this for Ongoing 
services.  Still have paper files for signed documents and 
documentation.  Some agencies are not using fully although 
strongly encouraged by field offices and Home Office.  Some 
management reports can be taken directly off the system.  Most 
are on the web, as posted by Home Office staff for the local 
agencies.  Statistics are taken off for Federal reporting.  OASIS 
supports 2500 workers in 121 local agencies and at the DSS 
Home and Regional Offices. OASIS’ annual development and 
operational costs is approximately $2 million provided by a 50/50 
funding partnership with the federal government. OASIS provides 
federally mandated AFCARS statistics.  
OASIS runs on the Fujitsu PP1500 housed at VITA. It is an 
Oracle system that is a true client server application running as a 
fat client on each PC. 

Family Services Multiple 
Programs 

Online 
Eligibility 
Screening 

Online Eligibility 
Screening 

A Web-based online screening tool that allows the general public 
to do preliminary screening for several benefit services.  The tools 
requests some basic information that is evaluated against fixed 
rules and a preliminary analysis is provided as feedback.  A 
disclaimer clearly states that the user must proceed to the closest 
office to complete the application process.  The closest office is 
provided based on zip code entered. 

Benefit Programs Multiple 
Programs 



                                                                                                                         As Is Findings 
 

 
VSSS BPR Project Appendix I – Page 16 
 

Acronym Name Description Steering 
Committee 
(SC) 

SC Subgroup 

Open 
Directory/LDAP 

Lightweight 
Directory Access 
Protocol 

LDAP is used for authentication by several applications, including 
the Employee Online Directory.  The Employee Online Direction, 
a web-based directory, is linked to the departmental LDAP 
directory. LDAP is the repository for employee information and is 
maintained by a distributive security offer function. The directory 
is also the starting point for individuals who wish to create their 
own mailing and distribution lists. Searches can be done by name 
and location. The returned data can be saved as a delimited file 
and uploaded into MS Outlook. 

Admin Information 
Systems 

PA APPTRACK Public Assistance 
Application Tracking 
System 

90% of the system resides in the ADAPT application.  Foster Care 
recipients are not "fed" into the ADAPT system since Foster Care 
component of ADAPT would feed it automatically.  Tracks from 
pending to disposition of application for timeliness; can get reports 
through MAPPER. 

Benefit Programs TANF 

PARIS Public Assistance 
Reporting 
Information System 

Function has been moved into ADAPT.  Matches results (twice a 
year) between several different states.  This functionality has 
been in pilot with several fraud agencies. Identifies duplicate 
payments made in more than one state, looks at TANF, Food 
Stamps and Medicaid. This ties in with IVES generating an alert. 

Benefit Programs Multiple 
Programs 

Pathlore LMS Pathlore Learning 
Management 
System 

This is an outsourced web-based system used to maintain all 
training information per employee. The Windows/SQL server is 
housed and maintained in Columbus, Ohio. Each VDSS 
authorized user accesses the Pathlore database from their 
personal desktop. 

Admin Training 

PDS Personnel and 
Payroll System 

The Personnel and Payroll System resides on the Unisys 
mainframe. This system receives and merges the data from the 
State Payroll system and the State’s Personnel system to 
produce reports for DSS’ Division of Human Resource 
Management and the Division of Financial Management. 

Admin Human Resource 
Management 

PLUMS Production Library 
Update Menu 
System 

The Plums application provides a way to promote programs into 
production on the Unisys mainframe. 

Admin Information 
Systems 
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Project 2003 
and Project 
Server 

 Project 2003/Project Server is a Microsoft application that works 
in conjunction with Microsoft Project 2003. It is used for assigning 
project tasks and allows team members’ to input their project 
hours. Its SQL Server database resides on a Dell server. 

Admin Information 
Systems 

Q5i Food Stamp Quality 
Assurance 

Provides an automated database to submit Food Stamp Quality 
Assurance findings to USDA.  It creates state and local error rate 
analysis and allows for ad hoc reporting.  It is a vendor supplied 
and supported client/server software package running on Dell 
Servers using and MS SQL database.  State system only - not 
used by local agencies. 

Admin Quality 
Management 

QA Quality Assurance (Formerly QC - Quality Control) Mapper system, whose actual 
name is "ADAPT Systems Sample Selection and MAPPER Work 
Progress/Staff Assessment Database."  A contractor developed it 
in the user area and there was little, or no, documentation created 
for it.  The large number of "band-aid" fixes performed in the past 
makes it difficult to maintain.  It costs 20-30 hours per month of 
DIS staff time to maintain at minimal efficiency.  It also requires 
"work-around" staff time from QA field Managers and staff. 

Admin Quality 
Management 

QA Letters Quality Assurance 
Letters 

(Formerly QC Letters) Small application to produce specific letters 
to local agencies from the Commissioner to congratulate workers 
on correct Food Stamp Determinations, or to note the impact of 
error cases.  It is an Oracle database with an Access front-end. 

Admin Quality 
Management 
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R&R25 Research and 
Reporting 25 

R&R25 (“Monthly Statistical Report of Public Assistance Cases”) - 
relatively old system that still provides useful, and in some cases 
the only, statistical information for TANF, TANF-UP, AFDC-FC, 
General Relief (GR) and State Local Hospitalization (SLH). 
Localities use the report in varying ways depending on locality 
procedures. The report contains total counts by locality of 
application receipt and disposition (approved, denied, and 
otherwise disposed of) and caseload counts. The TANF and 
TANF-UP counts in the report come from ADAPT. The AFDC-FC 
counts come from VACIS. The other counts are entered by 
localities. Localities have MAPPER terminals from which they 
enter summary counts for applications and cases for their locality 
for the previous month by the 10th calendar day of the following 
month. When all localities have entered counts, the R&R25 is 
processed for the state, and each locality is sent a copy of the 
report that pertains to that locality. The goal is to have the report 
processed and distributed by the 15th calendar day of each 
month, but sometimes there are delays in data entry that delay 
production. Certain key lines in the report are placed in a 
MAPPER database that serves as an important source for 
research. E.g., to answer questions re: the increase in the 
average number of applications received from year to year (for 
the state as a whole and for each locality). Resides on the Unisys 
mainframe. It serves as a data entry mechanism for collecting 
data on case counts for programs not supported by an automated 
system at Home Office and data from VACIS and ADAPT that are 
not supported by Home Office systems." 

Admin Policy/Planning 
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RMS Random Moment 
Sampling 

There is a small user base (local agencies) for this system. Its 
purpose is to supply information to Home Office Division of 
Finance to assist in the cost allocation process. It requires 
extensive manual manipulation of data by DOF staff after data 
has been entered. Automation should be considered.  This is 
used to support Title IV-E penetration rate that impacts the draw 
of federal dollars.  This system is not used statewide. 

Admin Financial 
Management 

SDX State Data 
Exchange 

"Mapper application used to inquire about Supplemental Security 
Income (SSI) from SSA/SSI (through ADAPT).  A recent 
evaluation was completed regarding the entire application, but no 
recommendation was made as to replacement, streamlining, or 
adding SDX into another system.  ADAPT HOST C is connected 
to, and shares information with SDX on HOST A.  The ADAPT 
system queries the SDX system to verify receipt of Social Security 
Benefits by applications applying for benefits through ADAPT.  
Verification on Social Security - search through ADAPT on intake 
through SDX.  Ongoing tends to use SVES 24 hour turn around. 

Benefit Programs Multiple 
Programs 

Service Fee 
Directory 

 This Directory resides on the Unisys mainframe. This directory 
displays vendor information obtained from an outside system.  
This directory has the names of authorized residential service 
providers for foster care.  Is accessed by locals through the CSA 
web site - which is not even a part of DSS;  Contains licensing 
info, general type of services offered, cost, etc. 

N/A N/A 

SR Tracking Service Request 
Tracking System 

Service Requests are submitted and tracked through their 
lifecycle using the automated Service Request Tracking System. 
This system consists of an automated Service Request Form 
(Excel), a Service Request Table (Excel) and a Web-view of the 
Service Request Table. The form resides on the Web and is 
meant to be pulled from the Web with each use to ensure that it is 
the most current version. There is no database or actual 
application, but the Windows Office Excel features are used by 
the business for project authorization and follow-up. 

Others  
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Acronym Name Description Steering 
Committee 
(SC) 

SC Subgroup 

SSCARS Social Services 
Commonwealth 
Accounting 
Reporting System 

SSCARS is a MAPPER application still used by the Division of 
Finance for daily processing. No documentation for the system 
exists and large amounts of data is still on the system for previous 
budget years along with a large number of MAPPER programs. 
When the Data Warehouse is operational, the data from the 
SSCARS system will be transferred and the old MAPPER system 
will become obsolete. 

Others  

SUPE Support 
Enforcement 
Archival Inquiry 

SUPE was developed in 1979 as part of a case management 
system that incorporated all Public Assistance child support 
enforcement cases. This system is now used as an archived 
history of public assistance child support cases prior to 1993. It is 
used for researching issues with current child support cases. 

DCSE Child Support 
Enforcement 

SVES State Verification 
and Exchange 
System 

Resides on the IBM mainframe.  Local departments of Social 
Services, other state agencies, and Quality Control and Support 
Enforcement use information from this system to determine 
eligibility for public assistance - an overnight printout is provided 
and used manually.  Provides verifications for Social Security and 
also prisoner requests. 

Benefit Programs Multiple 
Programs 

TALON TALON A major re-write of this system was just completed.  The system 
matches Police files (fleeing felons) to the ADAPT database and 
passes data back to the State Police.  Dependencies between 
HOST A and HOST C are necessary to complete the entire 
process.  This system is execute3d by the Operations staff.  It 
was written using MS Access. 

Benefit Programs Food Stamps 

TOP Treasury Offset 
Program 

This is a MAPPER application connected to the FS Claims 
Tracking application. There have been recent changes made to 
fulfill new federal requirements. The application is supporting a 
DOF requirement and is currently “run” by the Division of 
Information Systems.  The system functions well and assists 
locals in claim collection. 

Others  
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Acronym Name Description Steering 
Committee 
(SC) 

SC Subgroup 

Training 
System 

 The Training System resides on the Unisys mainframe. This 
online, real-time system (i) tracks courses, classes instructors, 
and students; (ii) provides immediate access to an employee’s 
training profile; (iii) allows for scheduling, monitoring, and 
evaluating the effectiveness of classes offered by each Divisions 
within the Department: (iv) provides functions of course 
registration or cancellation; and (v) generates letters and reports 
such as class rosters, confirmation letters, and waiting list letters. 
This system is obsolete and will be retired. It will not be rewritten. 

Admin Training 

TUMS TIP User Menu 
System 

The TIP User Menu System resides on the Unisys mainframe. 
This is a menu system for most Host A applications, tailored for 
each individual based on authorizations made by their security 
officer. It automatically signs the user on to the selected system 
and automatically starts that system’s main menu program if 
applicable.  Used mainly by eligibility and service staff to access 
VACIS. 

Admin Information 
Systems 

VA Care Givers  This is a Central Office application with information manually 
keyed into an ACCESS database. Data was then used to produce 
checks through our current check writing process. Currently, there 
is no funding available to create additional checks, so the system 
may become obsolete.  The program is funded by a grant 
program that provides up to $500 to individuals who are unable to 
work because they are taking care of elderly relatives.  This is a 
seasonal program. 

Admin General Services 
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Acronym Name Description Steering 
Committee 
(SC) 

SC Subgroup 

VACIS Virginia Client 
Information System 

ADAPT is still attached to VACIS for payment history, check 
writing, and other payment functions for TANF. These functions 
are generally batch jobs. VACIS also queries from history for 
cases worked prior to ADAPT. This is a DMS Database 
supporting ALL of the TANF payment processing as well as 
supporting federal reporting requirements (FNS-46, FNS256). It is 
an old system with 1800 programs remaining. It has major 
connections to the ADAPT application (back end of the ADAPT 
application). It is still supporting the Service Programs not 
converted in OASIS. (Child Care and Adult Services being the 
largest users. VACIS registers case and clients for Child Care.) It 
is hard to determine CPU utilization and expenditures associated 
with this system. It is a problem maintaining the system due to a 
shortage of knowledgeable staff.  Supposed to be an outdated 
system no longer in use, however a number of programs are 
currently using this system. 

Family Services Multiple 
Programs 

VITA CPU 
Billing System 

Virginia Information 
Technology Agency 
CPU Billing System 

(Formerly DIT Billing) The VITA CPU Billing system produces the 
FAAS Distribution sheets used by the Division of Finance to pay 
the VITA CPU bill. The data resides on our Fujitsu PP 1500 
machine at VITA and an ACCESS front end provides the 
necessary VITA account code vs. DSS Cost Center/Project id’s 
breakdown. 

Admin Information 
Systems 

VNIS Virginia Newcomer 
Information System 

This is an MS ACCESS application residing on the Fujitsu PP 
1500 supported by staff directly paid for by the Program Division. 

Admin Newcomer 
Services 

WtW Welfare to Work The Welfare-to-Work application system is intended to be a local 
case management system that builds the information required to 
automatically produce a participant report due to the U.S. 
Department of Labor on a quarterly basis. This is an access 
database, funded by a grant that ends June 04. 

Benefit Programs Welfare to Work 

 



 As Is Findings 

 

 

 

 
 

 
 
 

 

BPR STEERING COMMITTEE  
BUSINESS OBJECTIVES 

 
 

D R A F T 
 
  

FOR FINAL REVIEW  
 

 
 

March 31, 2005 
First Data Government Solutions 

 
 

 
VSSS BPR PROJECT BUSINESS OBJECTIVES 



 As Is Findings 

 

 
VSSS BPR Project  Appendix J – Page 2  
 

 

Background Information 
 
First Data Government Solutions (FDGS) consultants facilitated a discussion of project 
business objectives during the Kickoff Meeting with the BPR Project Steering 
Committee, interested Stakeholders and selected state and local Project Team Members 
on March 8, 2005.  A second discussion of the BPR Project Steering Committee was 
scheduled for March 31, 2005 to review the discussion of March 8 and to complete the 
business objectives setting process.  BPR Project team members were present during 
the March 8 discussion.  On March 31, project team members were not present due to 
“shadowing” workers at local agencies. 
 
The purpose in establishing measurable business objectives at the outset of a BPR 
project is multi-fold: 
 
1. Provide BPR Steering Committee guidance and direction to the Business Process 

Reengineering (BPR) Team, thereby circumventing the need for the Team to obtain 
policy permission and direction each time a reengineering consideration deviates 
from accepted culture and practice. 

2. Establish a vision for future operations that permits analysis of the breadth and depth 
of the gap between today’s business processes and the desired BPR outcomes. 

3. Define and establish areas of critical performance within the organization that 
currently prevents the Virginia Social Services System (VSSS) from achieving 
desired results without reengineering. 

4. Provide a means of determining at each project milestone whether the project is 
achieving the definitive results expected. 

 
The FDGS facilitator advised that business objectives should be set for improving 
organizational performance, at a minimum, in each of the following areas: 
 

 Business Processes 
 Performance/Timeliness 
 Use of Information/Technology 
 Results/Outcomes 
 Cost 
 Public Perception 

  
Several areas of discussion and exploration were used by the facilitator to assist the 
BPR Steering Committee in understanding the Business Process Reengineering 
Project’s potential for improving organizational performance, as well as the Project’s 
potential impact on the organization.   
 
The Project BPR Steering Committee explored setting measurable and realistic business 
objectives for the Project.  The following VSSS Steering Committee members 
participated: 
 
Co-Chairs, Goal #3 Committee 
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Ray C. Goodwin, VSSS, Commissioner’s Office 
Gordon Ragland, Director, Henrico Department of Social Services 
 
Co-Project Managers, BPR 
Buzz Cox, Director, Charlottesville Department of Social Services 
Dottie Wells, VSSS Division of Child Care 
 
BPR Steering Committee Members 
Kelly Calder, Department of Medical Assistance Services 
Morris Campbell, Systems Manager, Norfolk Department of Human Services 
Victoria Collins, Director, Radford Department of Social Services 
Jane Conroy, VA Association of Community Action Programs 
Jack Frazier, Acting Director, VDSS Division of Quality Management 
Carolyn Gregory-Adams, Eligibility Supervisor, Greensville/Emporia DSS 
Vickie Johnson-Scott, Director, VDSS Division of Family Service 
Carol Keil, Child Care Administrator, Fairfax Department of Social Services 
Ron King, Director, Warren Department of Social Services 
Steve Lewis, Director, Henrico Department of Information Technology 
David Mitchell, Chief Financial Officer, VDSS Division of Finance 
David Mix, Department of Medical Assistance Services 
Libby Mounts, Director of Information Technology, City of Richmond 
Dana Paige, Director, Fairfax Department of Family Services 
Debbie Secor, HHR Enterprise Services Director, VITA 
Duke Storen, Director, VDSS Division of Benefit Programs 
Harry Sutton, Director, VDSS Division of Information Systems 
Patty Taylor, Department of Medical Assistance Services 
Joseph S. Crane, Assistant Director on behalf of Member, Nick Young, Deputy 
Commissioner,  VDSS Division of Child Support Enforcement 
 
BPR Project Team Members 
Nneka Coley, Medicaid Specialist, Albemarle County, UVA Medicaid 
Bobbi Hossanian, VIEW Supervisor, Fairfax County, VIEW, TANF, Medicaid, Food 
Stamps, Bridges Grant 
Nancy Jackson, Benefit Payment Systems Trainer, Charlottesville, All Eligibility 
Programs 
Sally McCarthy, Executive Assistant, Pulaski County, CSA/Fraud/Foster Care 
Jennifer Murray, Business Operations Manager, VDSS Division of Benefit Programs 
Kathy Neff, Supervisor, Foster Care and Adult Protective Services, Shenandoah County, 
Foster Care, Adult Services/Adult Protective Services 
Lynn Parker, Social Worker, Children’s Protective Service, Norfolk   
Jo Ann Simmons, Analyst, VDSS Foster Care and Adoptions 
Kim Tapscott, Social Worker, Buckingham County, Children’s Protective Services-
Ongoing Prevention, Adult Services 
Delores Veal, Financial Services Supervisor, Newport News, Medicaid/Food Stamps 
George Frazier, Benefit Programs Supervisor, City of Richmond Medicaid/Food Stamp 
 
FDGS Consulting Staff  
Cheryl Baxter, Project Manager 
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Rita Kidd, Lead Facilitator 
Gary Harlow, Business Analyst 
Wayne Jones, Business Analyst 
Jonathon Mills, Financial Analyst 
John Plewa, Business Analyst 
Tim Thomas, Technical Analyst  
 
To assure the BPR Steering Committee has a solid understanding about the role of the 
business process reengineering effort, the facilitator described what BPR is and is not.  
BPR does focus on work and information processes, not program administration or 
technology design and implementation.  The focus of the BPR Team will be to review 
and eliminate activities, tasks, and steps that preclude VSSS from achieving the 
organization’s desired end result in today’s business environment.  The BPR Team will 
recommend a new business model supported by business processes that address the 
prescribed business objectives. 
 
The facilitator’s methodology used questions posed to the BPR Steering Committee and 
facilitation of the discussion that ensued from each question. It was explained that the 
business objectives would define the boundaries within which the BPR Team will work.  
As reengineering is transformational in nature, the business objectives will establish just 
how much change is desired.  The BPR Steering Committee established draft business 
objectives in six recommended areas. 
 
Questions and key discussion points are documented in the following paragraphs. 
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Does the Virginia state and local social services delivery system provide 
optimum public service today? 
 
In spite of good people at both local and state levels who work very hard to provide the 
best public service possible, VSSS is unable to provide an optimum level of public 
service due to the constraints of traditional business methods and outdated technology 
tools. 
 
How does the Virginia social services delivery system see itself?  Why is 
reengineering necessary?  What are the problems? 
 
The Virginia social services delivery system (inclusive of local and state business 
processes) would like to be seen as an integrated and mutually supportive system within 
and across state and local offices.  It is desired that the Project participants view this 
system as a whole, not just either state or local, and should consider the overall quality 
of end-to-end service delivery to the consumer. 
 
This discussion reconfirmed that interfaces with both Child Support Enforcement and 
Licensing are within scope of the project and that business processes of these program 
areas are not within scope.  A question arose as to whether “Other Needs Assistance” 
(ONA) is within scope.   
 
To whom and in what way is the Virginia state and local social services 
delivery system accountable? 
 
The service delivery system is accountable for staying within the law while carrying out 
its social contract with the residents of Virginia that are served (about a third of 
residents).  (It should be noted that for Child Support cases, up to one-third of cases 
[100,000] represent out of state or international residents.)  
 
The elements of a social contract were discussed, including equity (fairness); making 
sure people know what they are entitled to; adequacy of services relative to need; and 
timeliness. 
 
The facilitator suggested that these elements of the social contract could be summed up 
in a single concept: 
 

- RESPECT 
 
To assure that the social contract is consistently honored, respect for the consumer, 
provider and payer will be the cornerstone of the reengineering effort. 
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Are there consequences if the required level of accountability is not 
achieved? 
 
VSSS functions in the midst of rigid federal regulations, while the Community has 
expectations of flexibility and responsiveness.  Therefore, there are both federal 
regulatory and public perception consequences. 
 
In what way should the BPR Steering Committee define measurable 
business objectives? 
 
Prior to discussing measurable business objectives, the facilitator provided descriptive 
information to provide an understanding of each business objective area.   
 
Good Processes 
 
“Good” processes are designed to: 

 Simplify rather than create complexity. 
 Eliminate duplication in tasks and activities. 
 Eliminate redundancy in handling of information and paper. 
 Eliminate errors in work. 
 Allow ever-evolving changes to the work product within existing work 

processes. 
 Add value to the work product. 

 
Near Optimum Performance 
 
Near “optimum” performance: 

 Eliminates delays in service delivery. 
 Assures cycle times that match or nearly match workload. 

 
Good Use of Information 
 
“Good” information is defined as: 

 Serving a Purpose. 
 Meeting the Business Objective. 
 Complete 
 Timely 
 Accurate 
 Available to those with a “need to know”. 
 Secure from those with “no need to know”. 
 Producing the expected result. 
 Having a cost commensurate with its value. 

 
Expected Results and Outcomes 
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 “Expected” results and outcomes: 
 Meet the public’s intent. 
 Meet the public’s expectation. 

 
Effectively Managed Cost 
 
As public fiduciaries, “effectively managed” cost: 

 Avoids paying twice for one output or one work unit 
 Assures cost is incurred for only value-added activities 
 Assures cost is commensurate with public value 

 
Achieving Desired Public Perception 
 
 “Desired” public perception demonstrates: 

 Confidence that the Department performs in the community’s best interest 
 The Department’s services have the value the public intended 
 Trust that the cost is commensurate with that value 

 
During this discussion, the facilitator reinforced for the BPR Steering Committee that the 
business process reengineering effort does not delve into areas of program policy or 
services to the public.  The exception to this rule would occur if a specific rules 
surrounding program policy dictate a business process in the current environment that is 
non-value adding in today’s information rich world.   
 
It was established that the process reengineering effort will focus on changing how 
people perform activities, tasks and steps and how they apply tools (some of which may 
be enabling technology tools) to create more effective business processes.  The 
business process reengineering effort will assure that all activities, tasks and steps add 
to the quality of the desired end product, given modern methods of operation.   
 
Overall, the BPR Steering Committee was asked what might constitute 
ultimate success. 
 
The discussion produced the following observations: 
 

• Processes should be cost-effective relative to the value of the program they 
support.  The service delivery system should not spend $100 to distribute $10 in 
benefits. 

 
• The 80/20 Rule should be applied.  Instead of 30 unique processes, one 

common process should support 80% of the casework for a given family/client. 
 
The BPR Steering Committee established Project business objectives. 
 
The facilitator asked the BPR Steering Committee to define at least three to five 
measurable business objectives for each critical component.  The facilitator encouraged 
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the Steering Committee to state objectives in a way that will allow the department to 
measure success.   
 
The BPR Project Steering Committee was advised that, once in final form, the business 
objectives set below will be used at each stage of the VSSS BPR Project to test whether 
the Project is on track and to assure that the Project is delivering against the VSSS 
expectations. 
 
Good Business Processes 
 
Overarching guidance statements include the following expectations of redesigned 
processes: 
 

• Designed to contribute to a reduction of work errors to 2% or less. 
• Support adaptability to readily accommodate changes in the rules. 
• Designed to support timeliness business objectives.  
• Eliminate process redundancy within and across programs. 
• Demonstrate transition from reactive form of service delivery to Advocacy form of 

service delivery. 
• Exclude unnecessary activities, tasks and steps. 

 
The following business objectives were established for business processes: 
 
1. New processes must be measurable so baselines can be established for future 

improvements. 
2. Processes must be simple, resulting in reduced training time to achieve competency. 
3. Must be designed to reduce need for level of supervisory review in today’s 

processes. 
4. Reduce staff turnover that is currently based on frustration with process. 
5. Redesigned process must allow establishment of skill requirements for consumer 

needs analysis. 
 
Near Optimum Performance/Timeliness 
 
The BPR Project Steering Committee suggested that associating Optimum Performance 
with Timeliness could lead to poorer services in programs where the consumer might 
benefit from more intense service, such as in job placement.   This caveat is given to 
assure that the BPR Team does not consider all service delivery objectives equal. 
 
1. In all programs/services, performance must be demonstrated by immediate 

responsiveness at the first contact with the consumer. 
2. Performance measures must be recommended that are commensurate with the 

value/benefits of the service to the consumer. 
3. Targets must be set for information gathering timeframes that are as short as 

redesigned processes might allow – e.g., same day. 
4. In benefit delivery:  VSSS timeliness defined as a maximum of “Within seven days of 

receipt of last information.” 
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5. More desirable: within 24 hours if all information is available.   
6. Family services: timeliness is 100% in compliance with PIP, with the ability to exceed 

PIP based as feasible. 
7. Payments to providers:  to meet state standards of maximum 30 days. 
 
Good Use of Information/Technology   
 
Guidance statements on good use of information were provided: 
 

• Information is available, as provided by law and/or as constrained by bona fide 
ethical and legal criteria. 

• Consider methods to allow the customer to own their own information. 
 
The following business objectives were established: 
 

1. All information exchanged with the consumer in their language. 
2. One set of verifications is sufficient for delivery of any service, and verification is 

asked for only one time. 
3. Information is appropriately secure. 
4. Information is readily available to anyone with a need to know. 
5. Generally, information not required by law is not requested and stored; except, 

identify opportunities that might enhance service delivery to the consumer if more 
information is known during contact. 

6. Technology should not constrain reengineering recommendations; and, modern 
enabling tools may permit more aggressive process redesign.   

 
Delivering Expected Results/Outcomes 
 
Overall guidance was provided by the statement: All processes contribute directly to a 
specific outcome; a business process does not hinder the outcome.  Business objectives 
are as follows: 
 
1. The “collection of services” is “built” to explore a full range of services for the 

individual or family.   
2. Customers are left with the feeling that they have been evaluated for all possible 

services and benefits. 
3. Customer satisfaction can be measured. 
4. Ability must be provided for ongoing re-evaluation of the mechanisms that are 

supposed to lead to self-sufficiency.   The ability must be in place to measure what 
works or does not, and make early adjustments wherever needed. 

 
Effectively Managed Cost 
 
BPR business objectives for effectively managing cost include: 
 
1. To the extent possible, costs should be net-zero in State and local dollars over the 

long-term. 
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2. Short-term cost shifts should not constrain redesign. 
3. Resources can be redeployed to accomplish the reengineered business model. 
4. The ratio of administrative to services expenditures is improved. 
 
Desired Public Perception 
 
The following are business objectives related to changed public perception: 
 
1. The community broadly perceives that the VSSS delivers excellent service. 
2. A greater level of support in provided by the Legislature. 
3. Less staff/administrative time is spent on negative interactions. 
4. The community believes that VSSS demonstrates stewardship over resources – the 

public believes that it is getting a good return on invested tax dollars.  
 

Ranking Business Objective Areas from Greatest to Least Strategic 
Importance 
 
It is valuable for the BPR Team to know the level of importance placed on the business 
objective areas by the Steering Committee.  The top three areas of critical importance by 
ranking are: 
 

• Process 
• Performance 
• Results/Outcomes 

 
Summary of Executive Level Direction to BPR Team 
 
Committee members representing local agencies provided the following direction to the 
BPR Team. 
 

• The redesign should afford the same “look and feel” to consumers from office to 
office. 

• Do not be constrained by existing parameters or doctrine in the current system. 
• Use creativity and innovation in your redesign. 
• Don’t let these business objectives constrain the Team’s recommendations, if 

something just makes good sense…the Steering Committee would prefer to 
“reign in” at the end if needed than lose any good ideas. 

 



Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

Business Objective Category Business Objective As Is Business Environment As Is Information 
Technology Environment

New processes must be measurable 
so baselines can be established for 
future improvements.

A baseline for performance is not 
measured against a performance 
standard based on best practices.

No tracking mechanism is in place at 
either the local level or the state level 
to automatically measure baseline 
performance against a standard for 
constructing comparisons. 

Development methodologies did not 
track back system functionality to 
requirements developed by a user 
community, including assigned 
responsibility for decision-making at 
the right time in the process based on 
business needs and expected 
benefits rather than system resource 
needs or technical limitations.  
Decision rationale is not documented 
so that an on-going review of point in 
time decisions on functionality could 
be re-examined.  System ownership, 
technology support and stakeholder 
roles have not been sufficiently 
defined resulting in systems that did 
not meet user expectations (i.e., it is 
NOT owned by DIS staff alone.) 
System maintenance is not prioritized 
or driven by business-based 
leveraging of existing system 
investments to produce higher levels 
of productivity. 

Good Business Process

A high level of complex, paper-based, 
labor-intensive processes cause 
competency to be placed at one to 
two years of experience.

Processes must be simple, resulting 
in reduced training time to achieve 
competency. 
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

Much of the current technology in use 
drives the present training dilemma.  
Specifically, Terminal Services clients 
with mainframe applications require 
extensive training on both system 
operation and knowledge of the 
program requirements.

Newer technology tools, such as web-
based, have been procured, but, both 
training on and policy about applying 
these tools is lacking

Processes must be designed to 
reduce need for level of supervisory 
review in today’s processes.

In many localities and in State 
functions a review of nearly 100% of 
subordinates’ work is carried out.

Capability exists in the selected 
newer technologies to develop 
workflow engines, but training on the 
concept and its use are lacking.
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

Processes must be designed to 
reduce staff turnover that is currently 
based on frustration with process.

There is a high rate of turnover 
among newly hired employees.

Currently deployed technologies are 
difficult to use and are generally 
perceived to be unreliable – a 
combination of the levels of system 
functionality itself and the paper-
based culture which has not fully 
embraced the use of technology.   
The combination of these factors 
particularly tends to intimidate and 
frustrate new users, many of whom 
may be computer literate.

New employees tend to be fairly web-
savy.  When they see ancient 
technologies in use, they are 
frustrated, and don’t see any personal 
benefit from using old technologies.  
Current deployed technologies make 
it difficult to quickly respond to new or 
changing requirements, leading to 
lengthy deployment times, and 
frustrating end users and state staff.  
By the time the technology support is 
deployed, paper-based processes 
may already be in place, and may not 
be eliminated when system support is 
available.
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

The training process is lengthy, 
partially due to the complexity and 
clumsiness of existing applications, 
combined with duplicative paper-
based, form-driven parallel 
procedures.  

Redesigned process must allow 
establishment of skill requirements for 
consumer needs analysis.

Skill and professional requirements 
do not reflect the demands of the 
information-era combined with a high 
value on quality customer service.

Current system development and 
design documentation does not 
include mapping of user skills to the 
system design.  Computer skills at 
the local agencies are generally 
lacking.  The current environment can 
not benefit from technology in the 
face of current skill levels and 
rejection of dependence upon 
technology that is reflected.  State 
financial system users are lacking the 
system training and cultural regimen 
to depend upon the system for 
information needed.  This causes 
local agencies to complete duplicative 
work – entering data into the State 
system and producing paper-based 
reports for State staff.
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

In all programs/services, performance 
must be demonstrated by immediate 
responsiveness at the first contact 
with the consumer.

Several handoffs may be necessary 
across a variety of positions/job 
responsibilities before a response is 
available to a customer.

Current systems require extensive 
data entry, with repetitive elements, 
poor search features for users, and 
little communication between 
systems.  Development environment 
is in place to rectify these problems, 
but lack prioritization, adequate 
training and resources.

Performance measures must be 
recommended that are 
commensurate with the value/benefits 
of the service to the consumer.

In some customer contact situations, 
as many as five to seven office visits 
may be necessary to complete a 
single unit of service delivery.

A system to automatically track and 
report on performance measures is 
lacking.

Targets must be set for information 
gathering timeframes that are as 
short as redesigned processes might 
allow – e.g., same day.

Information gathering, largely manual, 
or automated and supported by 
manual collection and documentation 
create lengthy turnaround 
timeframes.

Required interfaces between systems 
to support the technical information 
sharing component of this goal do not 
exist.  Information on a client or family 
may exist in one or more systems, 
but once that system line is crossed, 
the information must be gathered 
again.  From a stovepipe services 
perspective, today’s technologies 
potentially could support this goal, but 
the business processes and business 
philosophies required to do so are 
lacking.

Near Optimum Performance
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

In benefit delivery:  VSSS timeliness 
defined as a maximum of “Within 7 
days of receipt of last information.”

Approx. 40% of food stamp 
applications are granted between 11 
and 30 days, and 7% over 30 days.

The use of available technologies is 
not optimized to support achieving 
this goal.  End users are not trained 
in all of the functionality that the 
system provides.  Local procedure 
may require duplicative, parallel work 
that adds processing time.  
Photocopying and waiting for 
verifications that already exist also 
add time.  Some levels of time-saving 
functionality that may be simple to 
implement are lacking.

More desirable:  within 24 hours if all 
information is available.  

Approx. 44% of Medicaid applications 
are granted between 11 and 30 days, 
with 30% past 30 days.

Approx. 43% of TANF applications 
are granted between 11 and 30 days, 
with 30% granted after 30 days.

Family services:  timeliness is 100% 
in compliance with PIP, with the 
ability to exceed PIP based as 
feasible.

Compliance with PIP, statewide, is at 
the XX% level.

There is insufficient connectivity and 
alerts in the current environment to 
support worker actions.

Payments to providers: to meet state 
standards of maximum 30 days.

Payments to providers are, on 
average, approximately 60-90 days.

There is no electronic support for 
Purchase of Service or Fiscal 
handling, beyond that obtained by 
local offices of their own accord.  
There is no connectivity between 
local systems.  Currently there is no 
utilization of Bank-to-Bank 
(Government-to-Bank in this case) 
electronic funds transfer.
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

All information exchanged with the 
consumer in their language.

Translation services are used by 
most localities, but not all information 
mailed to consumers is in their 
language.

No technology in place to provide 
multi-language communication other 
than translation services used by 
local agencies.

One set of verifications is sufficient 
for delivery of any service, and 
verification is asked for only one time.

Each program re-requests verification 
as needed to support their individual 
program requirements.

Little, if any, verification information is 
currently shared between systems.  
In fact, there is very little ability to 
capture verification information in the 
system.  Transferability of verification 
documentation between local 
agencies occurs when the case file is 
transferred.  Local policy may be to 
gather the verification again.  A 
limited number of localities are using 
imaging to capture and retain 
electronic copies of verifications.  It is 
unclear whether the business 
process has changed so that the 
client is not asked to submit them 
again if they return for services at a 
later date.

Information is appropriately secure. Paper-based information is insecure; 
yet, perceptions of confidentiality 
conspire to restrict information 
sharing that could improve 
performance and delivery of services 
and benefits.

System security is currently 
acceptable; however, there is no 
central repository for user 
information.  LDAP or a similar 
directory service is lacking across the 
state, defining user rights and 
privileges.  Also, there is little 
consistency between the security 
policies of the various systems.

Good Use of 
Information/Technology
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

Information is readily available to 
anyone with a need to know.

Information is not shared at all levels 
of the statewide organization.

Information sharing is limited by the 
type of technologies in use, 
particularly the mainframe systems 
using terminal server access.  Policy, 
or perceptions of policies, on 
confidentiality tend to limit the sharing 
of information as much, if not more 
than the technology.  No centralized 
database is in use, although efforts, 
such as SPIDeR, are underway to 
help with this issue.

The data warehouse attempts to 
bring information together for 
management reporting, but its 
success is limited by delays in 
completing it.

Appendix K8



Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

Generally, information not required by 
law is not requested and stored; 
except, identify opportunities that 
might enhance service delivery to the 
consumer if more information is 
known during contact.

The information needed to meet the 
mission of each individual provider is 
collected and stored by each program 
or service.  Broad-based assessment 
of a family’s services needs in not 
possible in the current business 
model.

Much of the information gathered 
during intake is available in existing 
stovepipe systems – the tools to 
connect systems and share this 
information are missing.  Historically, 
human services have requested 
information that may no longer be 
required by law.  Systems and 
procedures may still require gathering 
of information not required by 
regulation.  The mechanism for 
continually evaluating the need for 
information and modifying both 
system and procedure is not in place.  
The mechanism for purging 
information from systems that is no 
longer required by regulation is not in 
place.

Technology should not constrain 
reengineering recommendations; 
and, modern enabling tools may 
permit more aggressive process 
redesign.  

Currently, use of available technology 
is inconsistent, and technology in use 
does not afford modern process 
improvement tools.

Have not identified any process fixes 
that cannot be overcome using 
existing technologies – cost will be 
the driving factor.
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The “collection of services” is “built” to 
explore a full range of services for the 
individual or family.

Singular purposed programs and 
services carry out tasks and activities 
to meet individual missions.  Case 
based nature of systems and 
program administration does not lend 
itself to exploring multiple services 
and benefits.

Current systems are not built around 
the individual or family.  Most are 
case-based, with a focus on the 
particular service or benefit being 
rendered.

Customers are left with the feeling 
that they have been evaluated for all 
possible services and benefits.

Customers meet with multiple 
individuals representing multiple 
programs/services and, perhaps, 
multiple levels of functionality to be 
served.

Lack of connectivity between systems 
makes this outcome difficult to 
impossible in the current 
environment.  The case-based nature 
of existing systems does not lend 
itself to exploring other benefits.  
Stand-alone systems require 
duplication of effort to meet this 
objective.

Customer satisfaction can be 
measured.

According to the trial customer 
surveys completed recently by five 
participating local agencies, client 
satisfaction with local agencies was 
80%; local agency satisfaction with 
VDSS was 60%.

There is no system in place to 
systematically measure, track, and 
report on customer satisfaction.

Ability must be provided for on-going 
re-evaluation of the mechanisms that 
are supposed to lead to self-
sufficiency.   The ability must be in 
place to measure what works or 
doesn’t, and make early adjustments 
wherever needed.

It is difficult to obtain real information 
that a program’s outcome isn’t 
meeting expectations, so that prompt 
program adjustments can be made.  
This is true for all programs.

There is a lack of both metrics and 
systems in place to track “success” or 
“failure” with respect to achieving self-
sufficiency.

Delivering Expected 
Results/Outcomes
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

“Costs” need to include more than 
just up-front or non-recurring costs.  
True Total Cost of Ownership (TCO) 
for a system, is lacking several critical 
components:

•  Return-on-Investment (ROI) 
for changes that are 
implemented.
• Opportunity (and lost 
opportunity) cost
•Maintenance
• Lost productivity vs. 
Increased productivity

The strategic project management 
methodologies to achieve this 
objective are lacking.

Short-term cost shifts should not 
constrain redesign.

Focus on Total Cost of Investment 
with factoring in cost of current 
business processes leads to 
decisions about levels of automation 
and levels of automated functionality.

Tools to track true cost and return on 
investment, and “train” management 
on the value of change are lacking.

The current costs of labor-intensive, 
manual, paper-based processes that 
do not share information across the 
VSSS are not factored into Return on 
Investment (ROI).

To the extent possible, costs should 
be net-zero in State and local dollars 
over the long-term.

Effectively Managed Cost
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

Resources can be redeployed to 
accomplish the reengineered 
business model.

Classes, skills, job assignments 
remain relatively static, and do not 
support rapid deployment of new 
business methods.

On the technology side, resources 
currently are very stove-piped and 
tend to be assigned to a given 
program.

Resource ownership is split between 
the program office, DIS, and VITA.  
This fact makes it difficult to manage.  
Outsourced resources, particularly 
with VITA, are a service, rather than a 
body, but necessary Service Level 
Agreements (SLAs) with measurable 
results are lacking.

Currently, the organizational structure 
of the database and web-
development groups is set up better 
to support this objective.  A 
manpower classification study by an 
outside entity has been required to 
determine the proper organization 
and skills.
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Comparison of As Is Business Environment and Information Technology 
with BPR Business Objectives

The ratio of administrative to services 
expenditures is improved.

The ratio of administrative dollars is 
directly related to the cost of labor-
intensive, manual, paper-based 
processes.

The fully functioning systems and 
commitment to using systems fully 
that are in place is lacking in the 
current environment.
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with BPR Business Objectives

The community broadly perceives 
that the VSSS delivers excellent 
service.

The community believes that VSSS 
provides critical benefits and 
services.

Viewed as archaic based on the 
legacy technologies in use.  

Follow the state DMV and Federal 
IRS models for examples of how 
technology can go a long way toward 
improving this perception.

A greater level of support is provided 
by the Legislature.

The Legislature, in 2004, requested a 
Joint Legislative Audit of VSSS.

Without the metrics, TCO analysis, 
and ROI demonstration, new 
technology expenditure approvals are 
difficult.

Less staff/administrative time is spent 
on negative interactions.

Some portion of direct service 
delivery staff spend a portion of each 
day interacting with customers, other 
staff and/or the State on negative 
situations. 

There is nothing in place to allow 
consumers to access information 
directly or to provide understanding of 
how determinations/service decisions 
are made.  Lacking also are self-help 
systems, interactive and context-
sensitive help based on where you 
are in a web application or web site. 

The community believes that VSSS 
demonstrates stewardship over 
resources – the public believes that it 
is getting a good return on invested 
tax dollars. 

The community believes that VSSS 
provides critical benefits and 
services.

VSSS’ ability to publish performance 
results and share performance 
metrics is limited in its current 
technological environment.  
Mechanisms to allow the public to 
provide input and feedback via the 
web, IVR, or other automated tools is 
lacking.

Desired Public Perception
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DSS ACRONYMS 
Updated on: 10/26/2004 

 
Acronym  Definition  Usage  
AAPDU  Annual Advance Planning Document Update   
A/N  Abuse/Neglect  OASIS  
AATS  Automated Appeals Tracking System  App  
AB  Aid to the Blind   
ABAWDS  Able-Bodied Adults without Dependents  ADAPT  
ABD  Aged, Blind and Disabled   
ABE/GED  Adult Basic Education/General Education Development   
AC  Aid Category   
ACES  Automated Child Support Enforcement System - 

discontinued (incorporated into APECS)  
App  

ACF  Administration for Children and Families  Federal  
ACR  Adult Care Residence  ABD   
ACR Adjustment, Cancellation, Refund form VIEW 
ACSES  Automated Child Support Enforcement System - 

discontinued (incorporated into APECS)  
App  

ADAPT  Application Benefit Delivery Automation Project  App  
ADC  Adult Day Care  DOLP  
ADH  Administrative Disqualification Hearing  FS  
ADP  Automated Data Processing   
AFC  Adult Foster Care   
AFCARS  Adoption and Foster Care Analysis and Reporting System  App  
AFDC  Aid to Families with Dependent Children   
AFDC-FC  Aid to Families with Dependent Children - Foster Care   
AG  Auxiliary Grant   
AKA  also known as   
ALF  Assisted Living Facility  DOLP  
ALRR  Absent Legally Responsible Relative  ABD  
ANPA  Advance Notice of Proposed Action   
AP  Absent Parent   
APA  Auditor of Public Accounts  State  
APCO  Appalachian Power - old system name (Also known as 

"Neighbor to Neighbor")  
App  

APD  Advance Planning Document  ITIM  
APDU  Advance Planning Document Update  ITIM  
APECS  Automated Program for the Enforcement of Child Support  App  
APPTRK  Applicant Tracking (Human Resource system)  App  
APR (1)  Administrative Panel Review  FC  
APR (2)  Agency Procurement Request   
APS  Adult Protective Services   
APTD  Aid to Permanently and Totally Disabled   
AREVA  Adoption Resource Exchange of Virginia  OASIS  
ARMADA  ADAPT Resource Management & Design Analysis task Org  
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Acronym  Definition  Usage  
force  

ARP  Absent Responsible Person (Parent)   
ARRIS  Adoption Report & Resource Information System  App  
ARU  Automated Response Unit   
ASFA  Adoption and Safe Families Act of 1997   
ATP  Authorization to Participate card  ADAPT  
AU  Assistance Unit (a group of assisted people, part of SFU)  ADAPT  
BCP  Business Continuity Planning (includes disaster recovery)   
BDOA  Beginning Date of Assistance (Action)  ADAPT  
BEERS  Beneficiary Earnings Exchange Records (SSA)  Federal  
BENDEX  Beneficiary Data Exchange   
BES  Benefit Eligibility System (an HRM system)  App  
BEST  Benefit Eligibility Screening Tool   
BF-12  Budget Form 12 - Local Agency Reimbursement System 

(LANCER)  
App  

BISC  Business Intelligence Steering Committee   
BIS (1)  Background Investigation System  App  
BIS (2)  Business Information Server   
BIT  Business Initiative Tracking (replaced by SR Tracking)  App  
BP  Benefit Programs   
BPEL  Business Process Execution Language   
BPRO  Benefit Programs Organization of VA  ADAPT  
BPS  Benefit Programs Specialist   
BSD  Business System Domain   
BSSC  Benefit Services Steering Committee  Org  
BU  Budget Unit   
BV  Birth Verification   
BWE  Blind Work Expenses  ABD  
CACI  Information Technology consulting firm   
CANIS  Child Abuse/Neglect Information System  App  
CAP (1)  Combined Application Program (associated with EBT)  Federal  
CAP (2)  Cost Allocation Plan  Federal  
CAPP  Commonwealth Accounting Policy & Procedures manual   
CAPS  Card Application Pin Selection device  EBT  
CARS  Commonwealth Accounting and Records System  App  
CATSPA  Commonwealth Agency Technology Strategic Planning 

Appl.  
VITA  

CATT  Cabinet Technology Team  VITA  
CBA  Cost Benefit Analysis  Federal  
CBC  Community Based Care  ABD  
CCD  Child Care and Development   
CCE  Child Care - Exempt (such as religious institutions)  DOLP  
CCI  Child Caring Institute  DOLP  
CCU  Customer Care Unit (help desk)  Org  
CD  Compact Disc   
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CDC  Child Day Care (Center)  DOLP  
CFDA  Catalog of Federal Domestic Assistance  Federal  
CFR  Code of Federal Regulations  Federal  
CFSR  Child and Family Services Review   
CHIP  Comprehensive Health Investment Program of VA   
CID  Case (Client?) Information Document   
CIU  Claims Integrity Unit (part of Div. of Finance)   
CM  Case Manager   
CMM  Capability Maturity Model   
CMMI  Capability Maturity Model Integration (software 

engineering institute)  
 

CMS (1)  Case Manager Supervisor   
CMS (2)  Centers for Medicare and Medicaid Services (formerly 

HCFA)  
Federal  

CMSIP  Children's Medical Security Insurance Program   
CN  Categorically Needy  ADAPT  
CNNMP  Categorically Needy Non-Money Payment  ADAPT  
CNST  Computer Network Support Technician   
CP (1)  Custodial Parent  Dept  
CP (2)  Community Programs   
CO  Central Office (now known as Home Office)  Dept  
COA  Chart of Accounts  DOF  
CobiT  Control Objectives for Information and Related Technology 

(IT audit info and guidelines)  
ISACA  

Cognos  Tool used in Data Warehousing (not an acronym)   
COLA  Cost of Living Adjustment   
COTS (1)  Commercial-of-the-Shelf (software or hardware solution)   
COTS (2)  Council on Technology Services (statewide overview)  Org  
COV (1)  Code of Virginia   
COV (2)  Commonwealth of Virginia   
COVANET  Commonwealth of VA Network   
CP  Custodial Parent  Dept  
CPA  Child Placement Agency  DOLP  
CPM  Commonwealth Project Management   
CPMT  Community Policy and Management Team  CSA  
CPN  Certified Pre-School Nursery  DOLP  
CPP  Center for Public Policy  VCU  
CPU  Central Processing Unit   
CPS  Child Protective Services  Div  
CPT  Certified Pass Through (of cost for federal reimbursement)  LASER  
CRC  Criminal Records Check  App  
CRF  Child Residential Facilities system  App  
CRM  Acronym for Customer Relationship Management   
CRP  Comprehensive Resettlement Plan   
CSA  Comprehensive Services Act   
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CSBG  Community Services Block Grant   
CSCAP  Central Service Cost Allocation Plan  Finance  
CSE  Child Support Enforcement   
CSENet  Child Support Enforcement Network  Federal  
CSF  Critical Success Factors   
CSS  Customer Support Services   
CT  Caretaker  ADAPT  
CTM  Commonwealth Technology Management   
CVC  Combines Virginia Campaign (employee donation)  Pay stub  
CWEP  Community Work Experience Program   
DAP  Diversionary Assistance Program   
DBMS  Data Base Management System   
DCSE  Division of Child Support Enforcement (part of OCSE)  Div  
DDCHKING  Direct Deposit to Checking  Pay stub  
DDSAVING  Direct Deposit to Saving  Pay stub  
DEF COMP  Deferred Compensation Plan deduction  Pay stub  
DHCD  Dept. of Housing and Community Development  Dept  
DHHS  Department of Health and Human Services  Federal  
DHP  Dept. of Health Professions  Dept  
DHRM  Dept. of Human Resource Management  Dept  
DIS  Division of Information Services  Div  
DIT  Dept. of Information Services  Dept  
DMAS  Dept. of Medical Assistance Services  Dept  
DMH/MR/SAS  Dept. of Mental Health/Mental Retardation/Substance 

Abuse Services  
Dept  

DMV  Dept. of Motor Vehicles  Dept  
DOA  Dept. of Accounts  Dept  
DOB  Date of Birth   
DOE  Date of Education   
DOF  Division of Finance  Div  
DOLP  Division of Licensing Programs  Div  
DOLPHIN  Division of Licensing Programs Help and Information 

Network  
App  

DPT  Dept. of Personnel and Training (Changed to DHRM. See 
above.)  

Dept  

DRS (1)  Dept. of Rehabilitative Services  Dept  
DRS (2)  Disabled Recipient Subsystem (national database)  Federal  
DRS (3)  Differential Response System  App  
DSP  Decision Support Package (Sometimes also called the 

"decision package.")  
ITIM  

DSS  Dept. of Social Services (also VDSS)  Dept  
DTP  Dept. of Technology Planning  Dept.  
DUA  Disaster Unemployment Commission   
E&E  Efficiency and Effectiveness system  App  
EA  Emergency Assistance  ADAPT  
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EAD  Employment Authorization Document   
EAP  Energy Assistance Program  App  
EBT  Electronic Benefits Transfer   
EC  Eligible Child  ADAPT  
EDBC  Eligibility Determination Benefit Calculation   
EDI  Electronic Data Interchange   
EEO  Equal Employment Opportunity  Federal  
EFT  Electronic Funds Transfer   
EIS  Enterprise Information System   
EITC  Earned Income Tax Credit   
EMPAC  Enterprise Managed Planning & Collaboration   
EMP HLTH  Employee Health Insurance deduction  Pay stub  
EP (1)  Expert Panel  ITIM  
EP (2)  Extreme Programming   
EPLN  Electronic Parent Locator Network   
EPM  Enterprise Project Management   
EPSDT  Early Periodic Screening, Diagnosis and Treatment   
ESL  English as a Second Language   
ESO  Employment Support Organization   
ESP  Employment Service Program  ADAPT  
ESPAS  Employment Services Program Automated System  App  
EST  Eligibility Screening Test   
ESW  Employment Service Worker   
eVA  Electronic Virginia (State electronic e-procurement system)   
EW  Eligibility Worker  FS  
EWB  Essential to the Well-Being  ADAPT  
EWP  Employee Work Profile (part of employee appraisal forms)   
F&C  Families and Children  ADAPT  
FA (1)  Fuel Assistance  ADAPT  
FA (2)  Functional Architecture   
FAACS  Fixed Assets Accounting Control System  App  
FAAS  Financial Accounting and Analysis System  App  
FAMIS  Family Access to Medical Insurance Security Plan   
FAPT  Family Assessment and Planning Team  Org  
FARS  Fraud Activity Reporting System  App  
FAU  Field Assistance Unit   
FC  Foster Care   
FDCS  Family Day Care Systems  DOLP  
FDH  Family Day Home  DOLP  
FDS  Family Day Systems  DOLP  
FECA  Federal Employee Compensation Act  Federal  
FEMA  Federal Emergency Management Agency   
FEP  Full Employment Program  ADAPT  
FFP  Federal Financial Participation   
FIPS  Federal Information Processing Standard   
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FLSA  Fair Labor Standards Act  Federal  
FM  Fraud Management   
FNS  Food and Nutrition Service  Federal  
FO  Locality ( known prior as Regional Office)  Dept  
FOIA  Freedom of Information Act   
FPL  Federal Poverty Limit  Federal  
FPLS  Federal Parent Locator Service  Federal  
FPU  Fiscal Processing Unit (org)  ADAPT  
FS (1)  Food Stamps   
FS (2)  Family Services   
FS APPTRK  Food Stamp Application Tracking System  App  
FSA  Family Support Act  Federal  
FSCLMS  Food Stamps Claims tracking system  App  
FSET  Food Stamp Employment and Training System  App  
FTE  Full-Time Employee  HR  
FTMS  File Transfer Management Systems   
FTP  File Transfer Protocol (TCP/IP standard)   
FYI  for your information   
GA  General Assembly   
GED  General Education Development (program &/or certificate)   
GESI  Government Enterprise Services Interface (MITEM)   
GF  General Fund   
GNR  General Non-financial Requirements   
GPP  Government Performance Project   
GR  General Relief  ADAPT  
GS  General Services   
G2G  Government to Government   
HPB  High Performance Bonus system  App  
HCFA  Health Care Financing Administration (outdated name. 

Now CMS - Centers for Medicare & Medicaid Services)  
Federal  

HERR  Heating Equipment Repair and Replacement  ADAPT  
HH  Head of Household  ADAPT  
HHS  Health and Human Services  Federal  
HI  Hospital Insurance (Medicare tax) deduction  Pay stub  
HIPAA  Health Insurance Portability and Accountability Act  Federal  
HIPP  Health Insurance Premium Payment program   
HO  Home Office ( known prior as Central Office)  Dept  
HPB  High Performance Bonus  App  
HRM  Human Resource Management  Div  
HRMTRK  Human Resource Applicant Tracking System  App  
HU  Home Unit (group of assisted people)  ADAPT  
HUD  Housing and Urban Development (US Dept.)  Federal  
IA  Individual Assistance   
IAF  Internal Action and Vault EBT card Authorization   
IAPDU  Implementation Advance Planning Document Update   
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IB  Investment Board  ITIM  
ICAMA  Interstate Compact on Adoption and Medical Assistance 

(organization)  
Oasis  

ICF/MR  Intermediate Care Facility for Mentally Retarded  ABD  
ICM  Intensive Case Manager  ADAPT  
ICMS  Intensive Case Manager Supervisor  ADAPT  
IDA  Individual Development Account   
IDC  Interim Day Care  App  
IDMS  Inventory Data Management System   
IEP  Individualized Education Program   
IEVS  Income Eligibility Verification System  App  
IFB  Information for Bid   
IFH  Independent Foster Home  DOLP  
IFSP  Individual Family Services Plan (created by local agencies)  CSA  
IHP  Individuals and Households Assistance   
IL  Independent Living program  Oasis  
IM  Instant Messaging   
IMP LIFE  Imputed Life Insurance benefit  Pay stub  
INS  Immigration and Naturalization Service  Federal  
IPV  Intentional Program Violation  FS  
IRM  Information Resources Management  ITIM  
IRS  Internal Revenue Service   
IRWE  Impairment Related Work Expenses  ABD  
ISAIMP  Information Security Access, Inspection, Monitoring Policy   
ISACA  Information Systems Audit and Control Association  Org  
ISP  Information Sharing Partnership (DIS program with users)   
ISSDS  Integrated Social Services Delivery System project   
ITIB  Information Technology Investment Board   
ITIM  Information Technology Investment Management  ITIM  
ITPC  Information Technology Planning Committee  ITIM  
ITRM  Information Technology Resource Management  Org  
ITSP  Information Technology Strategic Planning   
IVA/IVD  4A/4D (using Roman numerals) - funding programs   
JLARC  Joint Legislative And Review Committee  Org  
JSRCC  J. Sergeant Reynolds Community College  Dept  
JTPA  Job Training Partnership Act   
KM  Knowledge Management   
LAN  Local Area Network   
LANCER  Locality Appropriation Network for Cost Expenditure 

Reimbursement (Replaced by LASER)  
App  

LAPS  Local Agency Personnel System (Replaced by LETS)  App  
LAS  Lease Accounting System (used by OGS)  App  
LASER  Locality Automated System for Expenditure 

Reimbursement (formerly LANCER)  
App  

LATT  Large Agency Transition Team  VITA  
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LDAP  Lightweight Directory Access Protocol   
LDSS  Local Dept. of Social Services   
LEP  Limited English Proficiency   
LETS  Local Employee Tracking System  App  
LIFC  Low Income Families with Children  Medicaid  
LIHEAP  Low Income Home Energy Assistance Program   
LPACAP  Local Public Assistance Cost Allocation Plan  Finance  
LPR  Lawful Permanent Resident   
LRA  Office of Legislative and Regulatory Affairs   
LRU  Local Reimbursement Unit (part of DSS Finance)  Div  
LTC  Long Term Care  ADAPT  
LUG  LASER User Group  LASER  
LWA  Local Welfare Agency   
LWAP  Local Weatherization Agency Project   
MAA  Mutual Assistance Association (for refugees)   
MAP  Management Assistance Program (DSS OIG)  OIG  
MC  Medicaid  ADAPT  
MCID  Master Customer Identification   
MDDU  Medicaid Disability Determination Unit  ADAPT  
MED APPTRK  Medicaid Application Tracking  App  
MED REIM  Flexible reimbursement account for medical expenses 

deduction  
Pay stub  

MEDCID  Medicaid Client Information Document   
MEDPEND  Medicaid Pending Application System  App  
MEQC  Medicaid Eligibility Quality Control (DMAS app)  App  
MH/MR/SAS  Mental Health, Mental Retardation, and Substance Abuse 

Services  
Dept  

MI  Medically Indigent  ADAPT  
MMIS  Medicaid Management Information System (First Health 

application)  
App  

MN  Medically Needy  ADAPT  
MOU  Memorandum of Understanding   
MR  Maximum Reimbursable  ADAPT  
MRA  Maximum Reimbursable Amount  ADAPT  
MRR  Maximum Reimbursable Rate  CPS  
MSI/MSU  Multiple Systems Inquiry and Multiple Systems Update  App  
NA (1)  Non-Assistance  FS  
N/A  not applicable   
NAPS  Neighborhood Assistance Provider System  App  
NBD  Non-Blind/Disabled   
NCANDS  National Child Abuse and Neglect Data System  Federal  
NCAS  National Child Abuse System  Federal  
NCP  Non-Custodial Parent  Dept  
NGF  Non-General Fund   
NOA  Notice of Action  ADAPT  
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NOE  Notice of Expiration  ADAPT  
NPA  Non-Public Assistance  FS  
OAS  Office of Audit Services   
OASDI  Old Age Survivor Disability Insurance deduction (Social 

Security tax)  
Pay stub  

OASIS  Online Automated Services Information System  App  
OASISSC  Oasis Steering Committee  App  
OBS  Organizational Breakdown Structure   
OCSE  Office of Child Support Enforcement  Org  
ODBC  Open Data Base Connectivity   
OEM  Original Equipment Manufacturer   
OGS  Office of General Services  Org  
OIG  Office of the Inspector General  Federal  
OJT  On the Job Training   
ONS  Virginia Office of Newcomer Services   
OPT LIFE  Optional group life insurance deduction  Pay stub  
ORCA  Online and Review Comment   
ORR  Office of Refugee Resettlement (Dept. of Health and 

Human Services)  
Federal  

OVRHS  Office of Vital Records and Health Statistics (in Dept. of 
Health)  

Div  

PARIS  Public Assistance Reporting Information System (Match 
Report)  

 

PA  Public Assistance  FS  
PF  Putative Father  Dept  
PA 
APPTRACK  

Public Assistance Application Tracking  App  

PARIS  Public Assistance Reporting Information System  ACF 
(Federal) 

PACAP  Public Assistance Cost Allocation Plan (statewide)   
PAPD  Planning, Advance Planning Document   
PD  Program Designation (for transfer of Medicaid cases)   
PDAS  Personnel Detail Application System (online interface with  App  
PMIS) Personnel Management Information System (at DHRM) App 
PDF Portable Document Format   
PDLM Project Development Lifecycle Methodology   
PDS Personnel and Payroll Detail  App  
PEP Paternity Establishment Program   
PID Primary Input Device (terminal)  ADAPT  
PIR Post-Implementation Review  ITIM  
PLUMS Production Library Update Menu System  App  
PMIS Personnel Management Information System (at DHRM)  App  
PMP Project Management Plan   
POI Period of Ineligibility   
POSSESS Partnership of Office Services Support Employees in Org  
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Social Services  

PPEA Public-Private Educational Facilities/Infrastructure Act  PROCU  
PRWORA Personal Responsibility & Work Opportunity Reconciliation 

Act  
Federal  

PS Protective Services (as in Child or Adult)  ADAPT  
PSG Policies, Standards, and Guidelines (from strategic plan)   
PSL Private, State, or Local (pensions or other income)  ADAPT  
PWE Principle Wage Earner  ADAPT  
QA Quality Assurance   
QCS Quality Control System (real name - "ADAPT Systems 

Sample Selection and MAPPER Work Progress/Staff 
Assessment Data Base")  

App  

QDWI Qualified Disabled and Working Individual  Medicaid  
QI Qualified Individual  ADAPT  
QM Quality Management   
QMB Qualified Medicare Beneficiary  Medicaid  
R&R25 Research and Reporting System  App  
RAD Rapid Application Development   
RAM Regional Area Manager   
RCA Refugee Cash Assistance program  Federal  
RCFY Right Choice For Youth   
REAP Refugee Elderly Assistance Program   
RE-CDC Religious Exempt - Child Day Care  DOLP  
RFI Request for Information   
RFP Request for Proposal   
RISE Richmond Information Systems Educators  Org  
RMA Refugee Medical Assistance program  Federal  
RMS Random Moment Sampling  App  
RO Regional Office (now known as Field Office)  Dept  
ROI Return on Investment  ITIM  
RR Railroad Retirement  ADAPT  
RSDI Retirement/Survivors and Disability Insurance   
RSS  Refugee Social Services   
RVC  Run Version Control  ADAPT  
RVCF  Run Version Control Form  ADAPT  
SACWIS  Statewide Automated Child Welfare Information System  Federal  
SAVE  Systematic Alien Verification for Entitlement   
SBA  Small Business Administration   
SC  Steering Committee  ITIM  
SCHIP  State Children's Health Insurance Program  Federal  
SCS  Supply Change Management  VITA  
SDM  Structured Decision Making   
SDNH  State Directory of New Hires (required by PRWORA)  Federal  
SDU  State Disbursement Unit (Advance Planning Document 

terminology)  
Federal  



 As Is Findings 

 

 
VSSS BPR Project   Appendix J – Page 11  
 

 

Acronym  Definition  Usage  
SDX  State Data Exchange   
SEC (1)  State Executive Council (for CSA. Reports to Governor.)   
SEC (2)  Securities and Exchange Commission  Dept  
SEI  Software Engineering Institute  Org  
SFAG  State Family Assistance Grant  Federal  
SFU  Standard Filing Unit (group of people assisted)  ADAPT  
SGA  Substantial Gainful Activity  ABD  
SIR  Statistical Information Reporting  Magic  
SIT  System Integration Testing  PDLM  
SLA  Service Level Agreement   
SLH  State and Local Hospitalization (First Health application)  App  
SLMB  Special Low Income Medicare Beneficiaries  Medicaid  
SOA (1)  Standard of Assistance   
SOA (2)  Service Oriented Architecture   
SOAP  Simple Object Access Protocol   
SOF  Statement of Facts (a case document)  ADAPT  
SON  Standard of Need  ADAPT  
SOP  Standard Operating Procedure   
SOW  Statement of Work   
SPIDER  System Partnering In a Demographic Repository  Dept  
SPMP  Software Project Master Plan  CobiT  
SQA  Software Quality Assurance  Div  
SQAP  Software Quality Assurance Plan  CobiT  
SR  Service Request  ITIM  
SRA  Service Request Authorization  ITIM  
SRATRK  Service Request Tracking Time Reporting System  App  
SSA  Social Security Administration  Federal  
SSAIS  State System Approval Information System (used by ACF 

to track ADP data)  
Federal  

SSAMS  Social Services Accounting and Management System  App  
SSBG  Social Services Block Grant   
SSCARS  Social Services Commonwealth Accounting & Reporting 

System  
App  

SSI  Supplemental Security Income  Federal  
SSN  Social Security Number   
SUPE  Support Enforcement payment processing system  App  
SUPV  Supervisor  ADAPT  
SVES  State Verification of Eligibility System  App  
SW  Social Worker  ADAPT  
SW-CMM  Software Capability Maturity Model   
SWOM  Small Woman-owned or Minority-owned Businesses  PROCU  
TA  Technical Architecture   
TAG  Technical Advisory Group   
TALON  (Not an acronym. Federal system containing police info on 

fleeing felons. Matched with ADAPT.)  
Federal  
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TANF  Temporary Assistance to Needy Families   
TANF-UP  Temporary Assistance to Needy Families/Unemployed 

Parent  
 

TAP  Targeted Assistance Program (from ORR)   
TAPERS  Time Activity Project & Expense Reporting System  App  
TBSS  Technology Business Support Services   
TCO  Total Cost of Ownership  ITIM  
TD  Turnaround Document  ADAPT  
TOP  Treasury Offset Program  App  
TPA ADM  Third Party Administrator's fee for handling deductions  Pay stub  
TPL  Third Party Liability (DMAS system)   
TPR  Termination of Parental Rights  Adoption  
TTMSP  Team Track Microsoft Project   
TTY/TDD  Telecommunications Device for the Deaf (known as TTY)   
TUMS  TIP User Menu System (or Terminal User Menu System)  App  
UAI  Uniform Assessment Instrument manual  Medicaid  
UAT  User Acceptance Testing  PDLM  
UC  Unemployment Compensation   
UI  Unemployment Insurance   
UIFSA  Uniform Interstate Family Support Act   
UM  Unaccompanied Minor (in refugee program)   
UML  Unified Modeling Language   
UNK  unknown   
UP  Unemployed Parent   
UPC  Universal Product Code   
UPS  Uninterruptible Power Source   
URM  Unaccompanied Refugee Minor   
USDA  United States Dept. of Agriculture  Federal  
USDHHS  United States Dept. of Health and Human Services  Federal  
USDA  United States Department of Agriculture   
USPS  United States Postal Service  Federal  
UWG  Users' Work Group (part of Project Tracking)   
V&V  Verification and Validation   
VA  Veterans Administration  Federal  
VAAOS  Virginia Automated Office System  App  
VACIS  Virginia Client Information System  App  
VACU DD  Virginia Credit Union direct deposit  Pay stub  
VaMMIS  Virginia Medicaid Management Information System   
VASWP  Virginia Alliance of Social Work Practitioners  Org 
    
VCC  Virginia Community Corps   
VCU  Virginia Commonwealth University   
VDEM  Virginia Department of Energy Management   
VDOE  Virginia Dept. of Education  Dept  
VDOT  Virginia Dept. of Transportation  Dept  
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VDSS  Virginia Dept. of Social Services (also abbreviated DSS)  Dept  
VEC  Virginia Employment Commission  Dept  
VFVPP  Virginia Family Violence Prevention Program   
VIDA  Virginia Individual Development Account   
VIEW  Virginia Initiative for Employment not Welfare   
VIP  Virginia Independence Program (VA's welfare reform act)   
VIPNET  Virginia Information Providers Network Authority  Org  
VISSTA  Virginia Institute for Social Services Training Advancement  Org  
VITA  Virginia Information Technologies Agency   
VLSSE  Virginia League of Social Services Executives  Org  
VMAP  Virginia Medical Assistance Program   
VNIS  Virginia Newcomer Information System  App  
VOCA  Victims of Crime Act   
VOLAG  Volunteer Agency (national agency sponsoring a refugee)  Federal  
VPPA  Virginia Public Procurement Act   
VQ  Voluntary Quit  ADAPT  
VR  Voluntary Registered Family Day Homes  DOLP  
VRRP  Virginia Refugee Resettlement Program   
VRS  Virginia Retirement System   
VSDP  Virginia Sickness and Disability Plan   
WAN  Wide Area Network   
WBS  Work Breakdown Structure (part of Project Tracking)   
WC  Workers Compensation   
WEC  Workplace Environment Council  Dept  
WIC  Women, Infants, and Children   
WIN  Work Incentive (SSA program)  Federal  
WIPP  Work Incentive Payment Plan   
WOTC  Work Opportunity Tax Credit   
WtW  Welfare to Work   
WWW  World Wide Web   
WX  Weatherization  ADAPT  
XMIT  Transmit  ADAPT  
XML  Extensible Markup Language  
 
 
*Should anyone have additions/suggestions, please contact Nelson Courser by telephone 
804/726-7797 or email nelson.courser@dss.virginia.gov .  
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